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CHAPTER I 


THE PROBLEM 


The increasing emphasis on the personnel function in 
manacement is of great importance to the military as well 
es the civilian edministrator. In recognition of this ime 
portance the Kavy Department sponecre fraduate study at 
selected universities for officera desiring to further 
their background for duty in the field of personnél ad~ 
ministration and training. Selection for and completion 
of this study doee not indicate that an officer will con- 
tinue to specialize in personnel work for the remainder 
of his service career, He may anticipate assignment to 
the Bureau of Naval Personnel and to the larger activie 
ties in a staff capacity from time to time, but his vri- 
mary classification is not chensed: he may expect to ree 
main fully eligible for promotion and command responsi- 
bilities within that classification, tis concern with 
personnel will te for the mest part that of the line ad- 
ministrator rather than that of the staff advisor, As a 
line edministrator a naval officer will be affecting the 
morale of his organization with his alrost every decision, 
Therefore an academic probe into the field of personnel 
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administration is of great value to the line officer as 
well as to the officer designated a personnel specialist, 

Rorale affects performance, Therefore, a systematic 
study of conditions affecting morale, and use of personnel 
techniques derived from scientific study, should bensfit 
the service in the long run. any planned effort should 
prove better than hunch and improvisation. 

Aboard ship, as elsewhere, morale is not static, It 
is affected from above and below, from within and without 
the organization. Of the innumerable factors affecting 
morale, this paper will be concerned with these factors 
within the control of the shipboard adminiatrator, ‘*hile 
it is net intended to esteblish a dichotomy of "politi- 
clan-administrator", directives and policies from hicher 
euthority will not be subjected to critical scrutiny or 
analysis. For example, the morale changes effected by the 
rapid postwar demobilization were larzcely beyond the cone 
trol of the shipboard officer, although his awareness and 
use of administrative techniques and methode available to 
him could alleviate the sitvation, It is recornized thet 
matters of policy at one level of command may be looked 
upon as matters of administration by those at other levels, 
in the eaebove example, the ahipboard administration of de- 
mobilization would involve many deciatons on the part of 
the cormander that would eppear as policy to those subfect 


to his command, 
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Ags morale is not static, it may be thought of as 
constantly improving and declining, as being an oper~ 
ationally defined concept rather than a definite action 
or series of actions. The level of morale varies with 
conditions and within the group. fo as morale exists in 
varying desrees of excellence, it is quite proper to 
question fluctuations of morale within an organization 
without placing a stipma on those responsible--norale 
cannot be unvaryingly high. 

Recognizing that morale problema co exist in the 
fleet, it is appropriate te examine the administrative 
factors affecting them which may be within the contrel of 
the shipboard administrator.! This examination will 4tn- 
vyolve comparisons with similar factors found in non- 
military organisations as well as in academic studies of 
personnel] administration and personnel management, It is 
fully realized that any one method or technique used in 
she administration of personnel could well be the subfect 
of much writing and research. This paper will not ate 
tempt an exhaustive investigation of any one factor but 
will try to deacribe and evaluate certain major ones-- 
those that are available to the averazve naval cfficer 
afloat not having special training in the field of ypere 

lin general, the term administrator will be used 
herein with reference to duties performed, rather than 


vith reference to a particular rank level, Gefe, com~ 
misaioned, chief petty, or petty officers 
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4 
sonnel and thet are of creat importance to the maintenance 
of high morale, 

The final chapter «i111 set forth several conclusions 
as to the effectiveness of certain practices and supgest 
yossible ways, open to further validation, whereby ship» 
veard administration of personnel may be Impreved. Such 
improvement, resulting in a rere uniformly hich stete of 


morale, can but have s salutory effect on the service, 
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CUAPTER If 


MISCULLANEOUS CORSIDERATIONS 


Prior to approaching the administrative techniques 
and methods available to the naval officer afloat, this 
chapter will, in several, short sections, consider miscel- 


laneous matters held to be pertinent to the thesis, 


i. Shipboard Organization 


In order that further discussions on the functions 
of the shipboard administrator may be made more meaning~= 
ful, a typical ship orgenization and the functions of the 
principal authorities will be presented, In the interests 
ef simplicity, the orzanizsation of a cestroyer will be 
considered in this section although the principles in«» 
velveé are common to all type vessels, The larcer types 
have additional departments depending upon the dutica 
porformmeds; the carrier, for example, hes an air depart- 
ment not found on ea tender, and the tender has a repair 
department not found on a destroyer, 

lveny unsubstantiated statements made in this thesis 
are based on the writer's six years commissioned service, 
1S45~50, with destroyer type vessels and a destroyer 


commend staff afloat, 


a) 
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6 
A ship ia the responsibility of the commanding officer 

and his authority is commensurate; delegation of this au 
thority to his subordinates in no way relleves him of his 
responsibility for the safety, woll-veing, and efliciency 
of his entire command.” from this key position in the 
organization of any neval vessel, we may proceed to cute 
line the basic organization of a destroyer, Figure 1 may 
be taken as representative ef the departmental organi~ 


zation of a typical deatroyer, 


Commanding Officer 
Executive Officer 


tng ineering Gunnery Cperations Supply Kedical 
Officer Officer officer Officer Officer 


Firure 1. 


Positions analogers to that of the exeovtive efficer 
are less commonly found in industrial and non-military 
organizations, In addition to the remerks pertaining to 
this position found in a following section, and in crder 
that the functions of the executive officer may be better 
understood, the following responsibilities are abridsed 


we) 


from naval reguiations:* The commanding officer snall 
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keep the oxscutive officer informed of hig policies and 
normally shall issue all orders relative to the duties of 
the command through that officer; all orders issued by the 
executive officer shall have the same force and effect as 
if issued by the commanding officer; the executive officer 
shall cenform toe the policy of the commanding officer and 
shall keep him informed of all significant matters; all 
communications of an officiel nature from a subordinate to 
the commanding officer shall be transmitted through the 
executive officer; the executive officer shall net normal- 
ly exercise his authority in matters which are the spe- 
eifie responsibility of the heads of the various cepart- 
ments except to the extent necessary to secure uniformity 
andi co-ordination of effort throughout the command; the 
executive officer shall recognize the right and duty of a 
head of a department to confer directly with the com 
mnanding officer on matters specifically relating te his 
department « 

The department head is the representative of the 
commanding officer in all matters pertaining to his de- 
partment, and he must conform to the policies and orders 
of the commanding officer, Simliarly, each department head 
has his division officers with their subordinate divisions.* 

4In wartime, the number and size of divisions within 
the departmental organization expand to administer more ef~ 
ficiently the increased personnel needed to effectively em 


ploy all of the ship's armament and equipment cn a more 
continuous basis, 
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Taking the operations department as an example, it 
may be broken down into its typical component divisions 


as shown in Firure 2, 


Operetions 
Officer 
/ 
Sonar Comuunicetions Combat Tnfomeation 
officer Officer Center Officer 


Sonarmen Padtomen Quartormasters Redermen TLeokouts 


Ficsure 2, 


Thus the operations officer ie the commander of the 
operations dcopartment, the sonar cfficer of the erlisted 
sonarmen, and each senior petty officer of hie arsirn 
mone Down to the lowest seaman, each man her his chat 
of command through which he receives his orders and 
through which he is ultimately responsible to the come 
manding officers 

The administrative organization has been briefly out» 
lined; specialized relationships will not be develoned, 
such as exist between the electronice officer whe, under 
the encinecring officer, is responsible for repair cf 
redio equipment and the communicetions officer who, under 
the operations cfficer, is responeible for oreretion of 
this equipment. Kor will cthor internal organizations, 


such a8 watch and battle organizations, of primarily 
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operative nature be developed, although the principles of 
responsibility and chain ef command avply in these ine 





stances. 





Definitions ef rorale are found in meny writings on 
and in the sccial selences, rrom the paycholcosist's view 
point, morale may be coneidered to be a etate cf mirc 
evidenced by group sclicarity end willingness te submerge 


5 The student 


tindividual interests in the rrouyp welfare. 
of industrial relations may consider morale to be the 
mental attitude of employees, including the oxeontive 
group, which makes them willing, and vith initiative, to 
follow their leaders end to subordinate temporarily their 
personal alme for their ultimate gain through the suecess 
of the company »° The political scientist way define 
morale as " . « « a state of mind in which men and vonen 
voluntarily seek to develop and apply their full norers 
toe the task on which they are engaged by reason of the 
intellectual or morsel satisfaction which they derive 


from their own self-roalization, their achlevenents in 


their chesen field, and their pride in the sere 
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KeGraweiill, 1948), Pe 45 e 
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Vic® «es a”! 

While other definitions could be mentioned, the three 
given above serve to indicate how the subject is approached 
according to the interests of the writer; leaders in other 
fields micht define rorale differently, The point of major 
anreenent is that morale is a state of mind and therefore 
not directly measurable. It is reflected, however, in the 
attitudes and actions of the members cf an organizations 

Tt has boon gaid that morale is a lot of little 

things. Probably nothing comes closer to des- 

oribines accurately this important factor, be- 

cause everything that makes a man feel well and 

satisfied bDullds up his morale, and everything 

that bothers him as an individual can lower his 

morale 

The objectives of an organisation should be considered 
before attempting a definition of ite morale. If the sabe 
Sective of the armed forces is considered to be the exten 
sien of the national will by force, then it may be well to 
expand a definition cf military morale to include the 
competitive will to win, beyond the point needed, for exe 
emple, by organizations such as the Post Office Department. 
For the purposes of thia paver, Professor Vhite's defile 
nition, as quoted above, will be used with the eddition of 


a conviction of exeellence and a will te win on the part 











7E.D, White, Introduction to the Study of Public Ad- 
ministration, (Srd ede; Yew York: Nacifiian, G3)_y De “/1s 


Su,.S. Navel Academy, Naval leadership, (Annapolis: 
Us, Naval Institute, 1949), p. sore. 
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11 
of the group as necessary elements to distinguish military 
from civilian morale, 

MiiLtery service is cur moet ancient public 

institution .» .« « in the history of the world, 

no free people has ever existed without it . « s 

Far from being ea characteristic of tmperialien, 

military service is the very cornerstone of the 

structure of democracy, YVhere the liberties of 

the people are the greatest responsibility of 

the fovernuent, there must be people trained 

and ready to defend these liberties ,° 

The significance cf high military morale will not be 
belabored other than to mention that when the nation dew 
pends upon ite armed forces for its survival nothing short 
of the highest morale ia acceptable. Nigh morale is ine 
diapensable to a successful fighting group. While nerea-~ 
tive instances will not be cited here, an outstanding 
positive one, the U. S. Marine Corps with its famed esprit 


de corps, is well known, 


This section will consider the concept of leadership 


as cutting raoross all activities and all levels in the 





service, as being not an effecting factor, but rather an 
essential determiner of morale, Some hold that: 


The single most important factor in the ste 
tainment of high morale is the quality of leader- 
ship exorcised by the commanding officer. Expert 
leadership and hich morale are inseparable, 0 
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Le 
The significance of leadership in the maintenance of 
hish morale is unquestionably sreat. This is clearly 
stated by Whites 


The life and spirit of an organization 
do not spring from ite structure, Gvuality de~ 
pends on the motivations that energize . .« « « 
These are aaeevee in large measure from the 
character of leadership, Oynemic leadership 
is reflected in the drive and esprit de sor: 
of the organtleationg and conversely any croup 
that auffers long nertods of uninspired Gin 
rection 1g certain to run Cowne-enot only 
physically but spiritually. 

Sood organisation facilitates good leader- 
ship but is no more a substitute for it than 
igs a fully equippec cou.pany of scldiers a sub 
etitute for its commending officer, Indeed 
teonnicelly sound structural desig may be re- 
duced to "sheer ornament” by numerous variables, 
including especially this essential element of 
direction, 

n the Gynemics of menasement, leadership is 
vital « «6 « « in a large organization the poten~- 
tiel capacity for leadership within the never~ 
ending stream of new entrants is considerable. 
Cne of the maior yoapormes ii ities of top —\_o 
ment is to take steps to renew itself, indeed ¢ 
1ift ite quality to constantly higher wets 





The traditional ship organization, siving the com-«= 
manding of ficex creat responsibility and authority, offers 
eceliont opportunity Tor demonstration of leadership. 
Unlike most non-military organizations, subordinate of~ 
ficers and men as well as the top oxecutive aboard ship 
are rotated among naval commands frequently: two yoars in 


ene position is the average tour of duty. As an individual 
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4e promoted he may anticipate assignments to positions ef 
greater responsibility with greater cpportunities for ox~ 
ercise of lencership qualities. This practice serves the 
ourpese, among others, cf increasing the chances thet each 
member of the service will hole positions of higher leader- 
Ship. These meking poor recerds for themselves as leaders 
are less likely to be sclected for promotion and top po- 
gitions, Thus the practices of forced leadership and 
foreec attrition tend to eliminate the unfit, In this 
manner the Navy Department recomnises the importance of 
leadership to the service and to its morale. An officer 
mey be en excellent technician, but without a record as 

@ successful leader his chances of selection for top 
responsibility are slim indeed, 

The traditional ship organisation further recognises 
the need of leadership by establishing the position of 
executive officer, under the commanding officer, senior 
to all others within the cormsand. This officer is second 
in command, has no departmental duties, and is elic¢ible 
to command if the commending offileer is unable to carry 
out his duties, In effect, a trained and quelified re- 
lief for the commanding officer is readily avallebdle, 
Positive provision for prompt replacement of the top 
leader is thus incorporated in the standard ship organi-~ 
sation. 


readership at the top, however, ia not eufficient to 
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14 
maintain a high state of morale throughout the ship, Tor 
the commanding officer, if he is not to rely sclely on 
fear or intimidation to compel the organisation's efforts, 
must cperate throush the morsle generated by leadership 
eeong: hia subordinates as well as by his leacerahip di- 
rectiy; it is of the essence of good leadership that it 
inepire both loyalty and leadership in cthers, This 
leadership must be divided and eubdivided until every member 
of his command is erfectively tied inte the operation; the 
petty officer a& well as the admiral must be a Leacer. + 

i students of industrial relations, viuycrs end hyers 
write s2° 
The successful administrator fests people 
to work with him, not primarily because he has 
power over them and can order them about, but 
beceuse he is the kind cf leader for vrhom they 
want to do their vest. 
«© « « 13 the technical competence in tive 
world will not suffice if his subordinates are 
working acainst him or grudgingly for hin 
rather than enthusiastically with lime 
while thia atatement applies more to civilian industry 
than to the administration of a military organization where 
performance is required by law, it does contain a sugsese 
tion to the naval officer. Nules anc regulations often 


support administrators who Gperate through force and disci 
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1S 
plinmary action, but the ultimate coals of the organization 
ere greatly weakened by auch practices, Aboard ship this 
weakening mey be reflected in such terms as e lew percene 
tage of reonlistments and exceasive requests for transfer 
from the command~-al] symptoms of poor morale, The fact 
that a member of the naval service cennot take off his 
uniform and avit (ae can most industrial enployees having 
a disiixe for the conditions of employment) will not keep 
him in the service forever, and his dissatisfaction probae 
bly will be reflected in his daily performance of duty 
wiille he sorves hia oblisated time, 

Another atudent of Industrial relations believes the 
bagic efforts for which labor is paid are timo spent, 
enerry--physical, mental, and emotional--apent, and the 
willingness to cooperate 14 Yrom the navel point of view, 
e federal contract or comminsion will evecify the friraet, 
and a system of discipline will enforce the first and se~ 
cond, but the third basic effort cannot be presaribed by 
law. it ia the ability to develop this willingness te co~ 
operate (or morale) that marks the successful leacer, 

It is not the purpose of this section to coscribe the 
ingredients of a leador, But in the belief that, contrary 
to the old saying, leaders can be made as well as torn, 


recent findings in the field will be reviewed. This is 


eer 
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16 
done to highlignt the stetement tChut something can always 
De done to improve morale, threat ony person may become a 
more affeative loader who 30 sincerely desires, 

Stogdi11,25 working under the sponsorship of the 
Offioe of Naval Nesearch, made a thorough vreviow of all 
the researches upon the personal qualliies of leaders. 
lie found "a preponderance of ovicence from a wide variety 
(Of stucies whieh incicates that patterns of leadership 
traits differ with the situation,” and concluded: 

Tne total ee of evicence presented in 

this sroup ef stud suggests that if there 

are goneral traits which aneracteriae leavers, 

hry patterns of such traits are likely to vary 

with thé leadership requirements of different 

situa tions. 

The Leader can then beat control nis behavior go as 
to have the most denirable effects on his group, not by 
cultivating specific traita--a cublous accomplishmuent--bdrut 
by learning to diagnose the situation in which ho finds 
himself and by doting those things that are most sensible 

and most effective in thet situation.’©® ne aspiring 
leader can take comfort from this: few if any are born 
leaders in all situations, and changing situations are 


likely to present opportunities sooner or later for many 


typea of men. 





Lon i. Stogdill," Personal Pactors Associated with 
Teadership: A Survey of the Literature, Journal of Con- 
Bult? "sycholocy ,. le4éc, 25, 271. 


Sveval Leadership, Ops Cite, De 102. 
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This section is introduced to ompheeize the duty and 


obligation of the leader~-to stress the necesaity of plane 





ned action, ef coposed te unsystematic functioning and 
inertia=--in sarrying out any pregram, such as one te build 
mOPalL.s 

In naming some of the attributes of responsible men, 
Grahen writes; 


Discretion le esrential te responsibility, 
which Le something more then enforceable 
accountability. A duty that contains no clement 
of initiative, Judgment, or choice for the one 
obliged to perform it may be ea matter of — 
ability, out not of responsibility in the wide 

GSONSS .« » « 

fe second characteriatic of responsible men 
is recognition of an obligation te meet a neod 
that exceeca the individuals and to aot acccré- 
ing to a satanderd that te outside himself and 
verond his control . « .« 

A third characteristic of pesponsible men 
,# regard for the consequences « » « e 

Reaponsibility connotes a certain amount of 
ratienaliam and an clement of prudence. <A roe 
aponsalbie leader may ondancer his oe life or 
the lives of Sis followers, diwh he will only do 
it fer a considered renson, after some weighing 
of the objectiven and some caleulation ef the 
risks, It a tiis element of responsibility im 
leaderahin t Hhyat holds & Srotp to-ether os @ 

owe & a 16 admintatrator dogs not 
imperil the vitality of his organisation. 


Thia discussion of the essentials of reanonsibillty 


1@ in aceon with responsibility as colegated by neval 





cee Grehem, “Essentials of po rere , in 
“os Marx, @dey Tlements Of Public Administration, (New 
fork: Prentice il, Leg e PPe 5G Se 
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18 
directives and reguletiones; the claments of initiative 
and judgment are frequently streased to the naval officer 
by his ecupertcra,e. And regardless of how such he may feel 
denied the right to exercise hie own ideas and methods, 


the responsible aéministrator will take full adventase of 


ry 


his faeclties of initiative and Judgment in performing 

hig @uties within the prescribed limite. Te do less would 
be the exercise cf mere "enforsendle accountability", not 
a Gecivable practice om the part of ome handling men. 

In héde discussion cf the search for princisles in ad« 
minietration, White suggeste that allcoation cf authorLiy 
be in clear and concise terme, and that euthorlty must be 
commensurate with responsibility .7 "nile the directives 


under which the shipboard administrator operates are exe 


ha? 


¢ 


ative in definition of beth his responeibilities and 


2 


49 authority, "few public officials would agree that 

they ever posseeseed authority equal to their responsibility, 
even in the wereiy legal sense of the term; and if authority 
means the capacity te take action fully equal to the oce 
casion, they would properly essert thet it rarely existe” ,.9 
Thie agein emphasizes the need of initiative and judgment 

in accomplishing resulte within the structure and procechima 


epecified by law, 
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fseard ship the greatest part of planning for high 
morale will be done by those respensible for the execution 
of the plems. While outside assistenee from higher com- 
mends, with their extensive statis, may be available, in 
the day-to-day administration of personnel aflairs the 
commanding officer and his subordinates are reletively 
free in thia respect. If an tnepecting sentor finds an 
excennive delay in the trying of minor otrenders, for @x~- 
esple, the cermeanding officer will be called upon to axe 
plain why adequate plans were not made to permit prompt 
acheduling of hearings. Guch administrative planning is 
normally the responsibility of the commanding of ficer, and 
nothing other than extremely abnormal circiwistancesa or 
operations will remove the reanponsibility from hin, 

From the plane of the Nevy Department, the major fleet 
anc type commanders prepare anc distribute proposed emplcy- 
ment schedules as far ap practicable in sdvance of the 
actual ordering of ship movements and activities, The Cone 
mamnding officer is therefore able to Sorecast with a cer~ 
tain degree of accuracy the time he will have avellable for 
sdministrative as well es operating duties, Then on ex- 
tended maneuvers, less time will usually be available to 
spend on personnel problema than when alongside a tender 
or in a shipyard for repairs. 

The legal requirements connected with personnel re~- 


cords, courtemartial procedure, and similar routine ad» 
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20 
minietrvative duties are very explicit, but other factors 
that pley a large part in a plan to build merale such es 
counseling, welfare, and positive motivetion ere not 
firmed for unplanmed execution. It is here tnrat the ree 
sponsibility of the naval effleer for planning is lett in 
lerse measure to hia owm discretion, "Planning, in the 
context ef administration, begins where general policy 
etope; it is concerned with the meang by which ends can 
be brought to fruition."®° As the policy of the Navy De- 
partreont is to expect high morale, it is up te the com 
manding officer te plen a prograzc end see that it 1 
placed into effect, that the dealred end of high morale 
abeard his ship be attained, 

". . » (Program planning) begine with the de-« 
talled study of the job to be done, leading te the identi-~ 
Zeation of the principal parts and their Givisions . « « 
the relation between them . . . and the typeea of nrocecurer 

that will be required, "#1 This is the task of the com= 
monding officer, as the responsible officer, sided by his 
Siwyord i nates e 

ie execublen «+f an overeall plan to maintain high 
morale aboard ea ship will require many decisions on the 


part of the commanding officer, In order that malor doubts 
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21 
and possible sources of miaundersatending mey be avoided, 
the commanding officer may isave etatemente of polloy. A 
“nip polley promulgated by the commanding officer and con- 
forming to policies of senior commands may be used to pre- 
vent aebiguity, to specify ways ami seens, and to assign 
priority to funetiong to be performed, 

Une eoncluding comment on responsibility is thet 
initiative ie displayed by ome who nas the enermy anc 
ability to undertake « new enterprise without cuteide di- 
rections. The exercise of initiative preeupyeses (1) one's 
having sufficient imowledge of the problem to imow whet 
should be done, and (2) one's loyalty--theat such action 
will not be initiated thet is net in accordence with the 


plan and pelicy of superiors .?" 





22 vevel Wenderanipy, OP. Cites De 204. 
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CHAPTER Til 


CIVILeRKILITARY CONTRASTS 


In some companies, management nas acquired 
its competence in the school of hard knocks. 

in others, personal expertence hes been sup- 

planted and expanded Dy recourse to accumu- 

lated knowledge, current practices of others, 

and research. 

Just as the industrial personnel manager locks at 
the current practices cf other organizetions, it is 
well for the militery adminiletratcr to be evare of 
practices in the civilian adminiatration of personnel, 

Further, to understand problema and conditions 
peculiar to the shipboard administration cof parscnnel 
{t ia helpful to contrast naval with civilian practices, 
This is appropriate, as methods available to develop 
high morale differ with the organization. For example, 
selection and remuneration are major tools of a fectory 
manacer but net of the officer afloat, and the self~ 
contained system of naval justice differs greatly from 


procedures used in industry to anforce discipline, and 


so affect morale, 
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23 
In this chapter, sections will be devoted to arene 
whore wafor differences in acriniatrative practices effec- 
ting worale occur between shipbcard and other ergani- 
gaticns, “ty pertinent contrasts, morale problems may be 


made more meaningful. 


Selection end Placement 





It has been said in connection with the organization 


of a personnel department in business, thet "The orimary 


tr 


function of the personne] department is to employ gquelified 
workers in sufficient numbers to meet the requirements of 
the business enterprise and to narticipate in all activi-~ 
ties that will tend to keen the emplovee a satisfied oco- 
operative and productive worker."2 The importance of 
selection and placement is thus recognised to bo funda- 
mental. Subsequent functions are dependent upon the 
Quantity and quality of the force employed; poor prace 

ices at this initial etage can produce severe financial 
logses to the consern, It nas been found profitable by 
many companies to invest considerable sume of money in 
programs of research, testing, interviewing, and examining 
in order that the crganiszation will be staffed by personnel 


“n correct numbers and with the desired attribrtas te ene 





CJ 

“ede Scott, RoC. Clothier, &.8. a and .R. 
Spriegel, Personnel Renerement, (Srd ed.; New York: Modraw- 
T1411, 1941), Pe LU. 
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24 
sure euccessful ocneration, 

In the Navy, the functions of recruitment and aseisn- 
mont to duty have been removed from the shipbeard acninis- 
tretor. A commanding officer no longer haa the authority 
to effect first enlistments aboaré his ehip, ond a raflilo~ 
man upon arrival at a ship will not find hinmeelf agsaizned 
to duty in the enginercem,. The extensive facilities of 
the naval recruiting service and the training commands 
ashore aesume the functicns necessary to pick and train 
the force necdaed to run a modern vessel with its complex 
equipment, Yhen an officer or men is ordered te report 
to a command, hia commanding officer may ascume that he is 
qnalified for the duties of bis rank or rate; he will not 
have to proceed with the screening of a series of appli- 
eante for the billet to bo filled, 

A large measure of fudgment in frequently nesded to 
correctly place untrained individuels in the shipbeart 
organization, as in the case ef apprentice seamen not 
selected for specialized training upon completion of re~ 
ervit training. And it is censigered sood practice to 
rotate junior officere with ne experience at sea among 
the various departmente, Uowever the selection and place« 
ment problems of the shipboard administrator are far fewer 
than these of the indveatrial personnel manacer. 

Tne benefits eained by being relieved of these prob- 


lems are contrasted with the resultant tnability to con- 
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£5 
trol the quantity or quality of the versonmel asaicned to 
a command. General ecomonic and political conditions 
control fn lerge part the recruitment progrem. Nemuner~ 
ation 2s fixed by law, end in timee of prosperity a com 
mending cfficer mey not advertise for ratio operatcrse at 
the provaliling wage rate, nor may he refuse to accept a 
Graft of thirty searen he may nct nee? at a particvlar 
im@, le must at 61] timee ue the best he can with what 
he is civen in the wey .cr manpower, If his lending redio- 


men is ordered to svother shin cr station and a aualiftied 
relief is net abeard, that does not prevent the loss of 
the key man. So it te seen that at times the benefite of 
the support of epecialized esteblisiments aehcre are re~ 
Guced by the accompanying loss cf sontrol,. 

Placement of military personnel may be contrasted 
with that of civil service emplcoyser. In the former less 
attention is placed on the jeb to be done; a naval offieer 
may ve transferred from the position of gunnery cfficer of 
a cruiser to that of commanding officer of a destroyer, 
for example, or to any position within wits Limits. Ho» 
bility ana variety of experience is demanded, Civil sere 
vice positicon-cliassifieation, on the other hand, ia tased 
on the jod to be dones the applicent must have qualifie 
cations specified for the position, 


A elaas or class of positions sompriees all 
positions which ara sufficlentiy similar in 
respect to their duties and responsibilities so 
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C) 


thet (1) the same requirements as to education, 

experience, knowledze, and ability may be de~- 

wanded of incumbents, (2) the same test cf 

fitness may be used to cheese qualified appli- 

ceants, end (3) the same sehediule of COmpone 

sation is made to apply with equity under the 

nome or substantially the same emplorment 

conditions. 

The naval enlisted vcersonnel structure is more like 
the civil service classification than is the naval officer 
etructure vhich permits but a limited percent of the total 
officer strength to be classified os enecitalists., Thus 
while a gunners mate will normally be concorned with some 
phase of cunnery and will advance in that rating branch, 
en officer may be ersirned a specific biliet for which he 
hes had no previous training and/or experience, “ith the 
increased complexity of naval cperationsa and functions, 
however, there is a tendency to increase the specified 
qualifications for larger numbers of nositions, but not 


the extent seen in the federal civil service. 


2, Promotion and Nemuneration® 





While many industrial concerns have overemphasized 
the role plaved by wages 4n maintainines harmonicus labor 
relations, as hes been demennatrated by research similiar 


to that conducted by the VYeetern Electric croup, it is 





“1,.>. thite, Introduction te the Study of Sublic Admin- 
fetration, (Srd ed.; sew Tork: Raeri Tan, 249), De OF8 






4Paul Pigers and Cea. FB eg rersonrel Administration, 
(Hew York: MeOraw=T111, 1047 heptere 1¢ and 17, passin. 
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27 
reasonable to state that without a falr ware pelicy and 
consistent internal wage relationsiilps, the personnel 
program will be faced with insurmounteble difficulties, 

And a good promotion policy requires thet earnings on 
each job be related to the value of the job. 

The skilled industrial pergonnel administrator will be 
required te continuously evaluate the positions within his 
company, its payment plans and methods, and the individuals 
employed. Competition for the best laber available and 
pressure from unions will require long-range plans in this 
respect. Large staffs are employed to conduct this werk 
at no amall expense. 

Fut rer the cutleay of this money, the oenterpriee has 
puronased a powerful tocol--the personnel department may 
play a vital part in the development of goed morale through 
wise use cf remuneration of employecs, Wage payment mey be 
based on time or output, and each method may be used under 
aifferent circumstances to better advantazgo than the other; 
employee attitude must be weished alongs with other con~ 
siderations in arriving at a decielon regarding which 
method will prove most affective. Corszmon employee attitudes 
round regarding wage payment plens are that they ere too 
complicated and that standards ere set unfairly. “Yorker 
morale will obviously be benefited if these feelings are 
removed from the minds of those concernec, am, further, 


it can be definitely raised by intellicent use cf en ape 
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28 
propriate incentive plan, Sver=ail production and morale 
have veen increased in isany ineatances oy application of a 
welieplanned group incentive type of wace payrrent. 

Other peyzwents, such as bonuses, pensions, and vrofite 
suaring, may be effectively utilised by the Industrial ver» 
gonnel administrator te effect geod moraioe. 

Tnese factors discussed briefly sbcvo are not avall~ 
able, however, to the shipbourd administrator; military 
pay is determined by Congress, To compute the total ser- 
vice pay cf anyone in the Navy is simple: in most casea one 
need only to know the rank or rats, yoars of asrvice, 
munser of dependents, anc type of duty. The commaniing of-~ 
ficer may not effect promotions except in a vary Sow cases, 
Neither may ho raise the salary of a automdiinate; fines may 
be awarded in some instances as punishmente-a nogative in» 
centive, Thue the positive financial incentive is availe 
able to the commanding officer only indiroctly: his re» 
ports of fitness may affect future promotion of a subordl~ 
nate or detormine that a recipient of increased pay fox 
hazardous duty is no longer qualified for 1%. 

in the Federal civil service, the classification and 
years service determine the pay of the worker. Acsociated 
Classes are grouped into series and services to relate them 
and establish lines of promotion. Selection for sremetion 
ig nommally made by the head of the agency concerned, sided 


by factors such as promotional examinations, efficiency 
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29 
rating and seniority. “To @ larger extent then Is seen in 
military service, this cives the adminietrator « control 
over the subordinate. ihile previsions are mace for review 
and apreeal cf decietione, as well ae transfer, it apveare 
sefe to sey that the civil service admmistretor hes nore 

direct centre] ef subordinate promotion than does the nevel 
administrator. 
During the last war, the Navy employed the so-crlled 
@pot prorotion in many cases whore the incumbent cffloer wre 
assuming the responsibilities of the billet of a more genior 
erficer. And to meet the condittons imposed by a ticht 
Labor marist at that time, the civil service fourd it ex~ 


pediens to up-grade many positlona, Theso oractices are 


not, however, normally availatie to the goverment admins 
istrator, end mer not be counted upon as techniques to 
raise morale in routine personnel administration. 

Promotion and remuneration in casee of sovernmert emq 
ployees has long been subject to some form of central con-~ 
trol, and private employees are finding themselves more and 
more subject to a sinllar control as a result of legislation 

end agency cGecree in recent yoers. The “egner, Tafte 


Hartley, and similar ects tllustrate this trend. 


Se Lecal Enforcement of Disclpline 


in this section, the term discipline will be usec as 


meaning a system cf control gained by petential or actual 
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0) 
punishment for disobedlionce, in this sense « contrast may 
be drawn between the legal methods of inevrirg compliance 
fn militery an€ non-military adrinistration of perscnnele 


Tt 16 recognised thet, in the breed sense, discipline is 


: 


far more than the phase uncer presant consideration, 
way Giscinpiine in enforced hae amamiad effect on morale, 
obvicuely. 

Workera in rsodern indnatry, due larrcély te their 
unionization, ao not find themselves os helpless before 
thelr emplovers as Chey ones were, Tecgielat’on new cives 
»rotection to the induetr’sl werker, and prevents prece 
tices sueh as arbitrary fines or Ciecharges from being 
{mpogeed by menagement. Union contracts enpecify in sreat 
deteil the rights ef all parties, end personnel ranarers 
are unwilling te sponsor or tolerate gougoa cl these 
rights. fProvisiton is made through grievance mechinery to 
hear and act on employee's dissatisfaction with the com- 
oeny, and the company has precedures to Tollor in the 
cané of Gissatirfaction with the employee. “hile penale 
tiea vary with different cempsnies, they; shonld be ap- 
plied fairly and in the same way all the tlme for fear ef 
Losing the confidence of the employees or hevine some 
cuteide ageney criticine the commeny arc its manecerert.° 


In the FPecderal civil service, an employee's fitness, 





“Juclus, Om, cits, Chapter XXIT. 
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ol 
capacity, and attention to cuty are questions of discret!on 
and fudgment to ve Jetermeined by the heed of bis depert- 


went » 


e « « (The United tater Civil Service Tom- 
migeion) is vested with authority te inveati-~ 
wate only when it is alleged that the prcecedure 
required by lew or rule has not deen followed, 
thet unequal penalties have been lunposed for 
like cffenses, or thet political or religious 
Gigortimination hee heen @xorcloed. The Com 
mieslon hes neo cenere) fjuris@ietion to ine 
yeetigete the sufficiency of the renecne for 

@ remove], which are finelly determined by 

the @ppointing officer. 

» « « The widespread impreszion thet a merit 
syebtem ommloyece camnot be cffoctively dilsei- 
plinee or removed is without foundation in the 
national service eas in mest other surtae- 
adictiongs, [If dissipline fs lex and if ine 
eompetbent euployoes ere not removed, the fault 
1iea with the reeponsibie officials in the 
Aepartment, pot with the pretected etatus of 
She woriors Oo 


White distinguishes between the informal and the formal 
types of disaipline and mention& the ?act thet aicciplinary 
actione may take one of many forme without resert te any 
lesally established prcoeeture, The reason he cives for 
this eystem of control fs that meny offenses are Soo slight, 
or too subtle, or too difficult to prove, to warrant direct 
sna formal nettion,” informal disciplinary measures are 
probably seen less in irdustries where a hishly active and 


asgressive union is censtantly on tho alert. ‘Informal 
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4 
measures amd subtie formes cf discipline may make their 
influence felt without requiring cyvert action cr at» 
tracting attention, hovever, and the shrewd adwinistraetor 
Will take note of thelr posalitbilities, 

Disciplinary peveres granted the neveal ccmuanting of- 
fiieer are far greeter then these of the non=militery ade 
ministrator, While the cruel and unuesuel punishment 
neve long been abolished in the service, the comparatively 
sndepondent structure cr wllitery justice leaves much to 
the discreticn of responsivle offieers,. The autherity to 
convene courtse-mertial is grented the commanding officers; 
the sentence that mer be awarded is subject te mitigation 
or remission by the cenvening authority, his imneclate 
superior in command, the Navy Department, end on up. 

While the sentences 4 militery court may eward are limited 
by law, different greces of courte are autherizec to award 
greater or lesser Gegrees cf punishment, anc the discretion 
in the severity of sentence possible is in the hends of th 
cifricer convening the court, Another factor that enhances 
she power of the commending officer la thet he normally 
appointa the members of the court from among these tinder 
his commend, 

Considerable authority, in o@ legal sense, is needed 
by & nevel commanding officer because of several factors 
not frequently found in nenewtllitary organizations, among 


them the hasamicus objectives cf the rroup, Treauent 
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Leclation, end continuing extstenee in comparatively close 
ye arters * 


Two oie? differsnces “etwaen Navy anc 
civilian fob performance are (1) the loans 
ang working together in close querters aboard 
ship and (2) the added stress placed unon 
ravy porns Cnne 1 by perticlpat ten in combat. 
Pe cause of these two Factors, superyisin;: 
orfieers in the “Navy place consiceresle 
emohnasis upon such nersonal qualities as 
avility to get along with cthers, feithful- 
NOSB, aependebility, willingness . , bo teke 
omers, ani interest in the fob,.° 


That thase qualities are atressed i9 seen in a list 
ef offenses punishable by courtmartial, “hile sleening 
on duty eoultl result, at most, in diseharge of an ine 
cuetrial worker, if could result in @ sentence of coath 
in the onse of a serviceman. The fact thet, in times of 
emergency, conseription must De resorted to to bulld a 
fishtine force implies that legal, as onppoesec to volun» 


e chbecienee will combtinue to be 


vd 


LEMS » means of compe Llin 
easential, regarciers of the creat progress being mie in 


the handling cf human beings. 


Measurement of Morale 





in industry it has Deen seid that if greater economy 
ana effectiveness can ve obt Rined through the contributions 


of a ‘igh morale, then it is impertant from tne ranaserial 
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point of view to kmor just what the status of the group 
morale ise 

There is probably no phage of the industrial 

program in which there is more "wishful 

thinking" than thet indulged in by manarers 

as to the attitudes of their employees 

toward their comparty. 

The industrial manager has several techniquer at his 
disposal, many of which are relatively now and still in 
the procese of development, The techniques used in ine 
dustry are of two general classes: the first is oan analy~ 
sis and interpretation of objective data, and the second 
fa more subjective, Labor turnover, absenteeism, pro» 
duotion end waste are indices of morale, in many cases, 
although of different factors in others; the analysis of 
such data "at best is difficult and is not always reliable 
es er. index of morale,"1° 

Cne objective index of omployee morale that hes beon 
developed in connection with sefety prosrams is the analy- 
sia of industrial accicents, <A spirit of teemvwork, mante 
festec in sefety-mindedners for cthers, was found to be a 
significant factor in accident reduction. 

Accidents can never be altozether eliminated, 


because human beings will never become ontirely 
stable and perfectly efficient. Gut, when the 





scott, Clothier, Mathewson, and Spriegel, ops cite, 
Pe 507, 
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accidents thet do happen are used as educational 

material for employees (both management and work- 

ers) at all levels, there can be ea progressive 

gain in morale and teamwork. Unless accidents 

are so used, they not only indicate lapses in 

morale and teamwork but also are apt to set up 

& vicious cycle in which the feelings of workers 

suffer further depression that cumulativoly re~ 

duces their efficieney of action,21 

Aboard ship, as in induatry, accident frequency may 
be used as an index of morale, ami for the samo reascons as 
stated above. Cther indices of an objective nature that 
may be found ueeful by the shipboard administrator include 
cases reported by the sickbay, requests for transfer from 
the command, reporte involving insuboréination, fighting, 
theft, and the like. In statistics that reveal inetances 
of lack of teamwork, indices of morale may be found. Their 
enelysis and evaluation, however, must be done skillfully 
and thoughtfully by an experienced officer to arrive at 
valid conclusions concerning the state of morale at any 
given time. 

The subjective class of morale=mensuring techniques 
includes the following methods with accompanying comments: 

Ssuperv lsors PapECS SOR «~~ Neny executives are 

neplrational leaders and capable of developing 

morale, but Tow even of these are trained in 

observing end evalueting morale standards, 


Executives should be encouraged to strive te 
sense the morale situation and should be aided 





llpicors and Myers, op. Gite, Pe 946 
Letbide, PP» S09-S51i. 
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in this attempt by more accurate Information 
than their impressions. 


"Listening-in" Process ~~ There ia no place in 
tnils type of att @ measurement for persons 
with pronounced biases, It is difficult to 
secure individuals who possess the reauired 
scientific epproach to do thiga work, As a whole, 
this type of discovering the morale status of 
employees is not satisfactcry. 


The Unguided Interview.s.--This method not only 
provides a means oi erpreting morale but at 
the seme time is ueed to build morale, Ite 
effectiveners is dependent upon the effective~ 


ness of the interviewers, 


ait es interviewe-<The interviewer seeks to 
rect the interview in such a manner as to 
secure the anawers that will reveal the desired 
information, The success of thia method, like 
the unguided interview, is largely dependent 
upon the skill of the interviewer in soliciting 
enewoers end his objectivity in evaluating the 
results of the intorviow, 


The Questionnaire Technigue.s--The aimple tech 
nique of asking a queation and naving the ene 
ployee answer it hes the advantage of not 
suzsgesting any particular answer to the ene 
ployes, but it is difficult to evaluate, and 
many employees have difficulty in expressing 
themselves on paper. The multiple-choice 
questions permit considerable shading of meaning 
when carefully constructed, are much quicker to 
enswer, and are readily measurable by statisti-~ 
cal methods, 





Due to the nature of military service, attitude sure 
veys are not conducted as they are in industry to deter- 
mine such variables as wage-payment methods, hours and 
conditions of work, snd the like, Naval surveys of opinion 
and attitude are rare and do not directly determire future 
action. In reporting work carried on in the Bureau of 


Naval Personnel, three major opinion surveys, begun in 
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1945, are described with the accompanying remark that they 
‘represent only a very modest attempt to probe the complex 
area of attitude and morale,"15 

In 1949 a survey was conducted amons representative 
groupe of of ficere to determine their views toward con~ 
tinuing with a naval career, Such a study, upon careful 
engalyeis, could well be considered to be an Index of of~ 
ficer morale, Tho Bureau has not released the resulta of 
this atudy. 

During the war a larce number of morale stue 
dies were made by the Army and a few by the Navy. 
These studies indicate . .. the noralo ractors 
senerally effective in the services « « .« i 
Nany results of the Army studies are reported in the 


American Soldier series,+5 ‘The Yavy studies made te de- 





15p.5, Htult, Cae, Loracnnel Nenearch and Test De-~- 
velopment in the Bureau of Naval Personnel, (Princeton: 
Princeton University Preap, 19647), pe 410. Deseribed are: 
(1) a survey of Navy training-«vhat enlisted men thousht 
ebout their training, (2) a survey of educational ser- 
vices--to reveal participation in and value of the edu- 
cational services prosrem and resulting information and 
attitudes about the war and the future, and (3) an ate 
titude survey of Amphibious Porce personnel--to revoal 
opinions about that branch of naval service, 





Mins Dp. 449, As a matter of interest, the eliscnt 
norale factors found were (1) satisfaction with the Job, 
(2) belief in the missicn, (3) a renlistic appraieal of the 
joe shead, (4) confidence in the training end equipment, 

5) pride in one's unit or organisation, (6) belief that 
one's individual welfare was a matter of concern, (7) re- 
lations between officers and enlisted men, and (8) faith 
in the cause and in the future, 


155 J hs Stouffer, et el, 
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termine the value of attitude research in evaluating per» 
sonnel practices soncluded 32° 

When adequate attention is civen to these 

basic problems of asultability and interpretation, 

in addition, of course, to the technical research 

probleme, opinion atudtes can provide valuable 

and useful evaluetive data for personnel and 

training programs. 

Thus while research is being conducted at hicher 
levela in the Navy on attitude surveys, the questionnaire 
technique is, for practicable purposes, not of use in the 
measuremont of morale aboard ship today. couch matters as 
welfare and recreation are at times determined by popular 
epinion--whether to use welfare fund monies for baseball 
uniforms or a dance, for example, should, in most cases, 
be determined by those for whom the fund exists, the crew. 
Such a decision would likely be made by them through their 
representatives, however, and not as ea result of a refer~ 
endum « 

Therefore, avoard ship, the impresetone made on thore 
responsible are the most widely used moasuroments of 
morale,’ and a deeper understanding should be obtained by 


the use of the interview, the subject of another chapter. 





L6Stult, Ope Gite, De 452, 
i7Kaval Leadershi 


» OD, Gite, pe 255, states morale 
may be measured by inspections and (2) interviews, No 
mention is made of the attitude survey in this connection. 
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CHAPTER IV 


MORALS REQUIREMENTS 


The peychological needs that the menvere of an organ 
ization must satisfy in order to be happy end productive 
may be titled and stressed differently by different stu 
dents of the subject, In their discussion en the basic 
emotLonal needs, Mosher, “ingsley, and Stehil state they 
are @ senee of security, a sonse of success (achievement 
and recognition), and e sense of belongingness. They 
streas security as beings the bromdesat and rest basic need, 
in some ways comprehending the others, Other writers 
refer to these concepts by other names and with varying 
decrees of importanes, 

In this chepter the topic of fundamental recuire~ 
ments of morale will be considered under three section 
heedinga-~ob jectives, recognition, and security. This 
arranzgement is mace in eccordance with the biases of the 
writer, and is not submitted as the ultimate classifi- 
cation, "orale is not a summation of effects from dif- 


ferent sources but a charactoristic of the whole indi-~ 





ly.f. Mosher, J.D. Kingsley, and 0.0. Stekl, Publte 
Personne Acministrat lon, (Srd ede: New York: Harper and 
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40 
vidual and the whole group."” tnus 1¢ 1s Impossible to 
isolate and treat individually any morale requirement 
discussed in this chapter, 

The reason for including in this thesis ea chapter on 
the fundemental morale requirements haa been well stated: 
The alternative to siving serious attention to 

the fundasental peychological needs of human 

beings is generally destructive of all that we 

are geeking when we bring people to work to~ 

gether in a common enterprise, 

It is held that the fundamental morale requirements, 
by whatever names one chooses to call them, should be 
well known to all holding positions of personnel responsi-~ 
bility. They should cuide all administrative actions af- 


fecting morale, 


as Cojestives 


Knowledge of objectives may be considered to be a 
very important factor affecting morals, end one that is 
too often neglected aboard ship, Without certain foals, 
an individual or a group may not be expected to perform 
at a high level of efficiency or to enjoy the satis-= 
factions of knowledzce that a job has been well done, 


Witnout a foeling of achievement, it ia net rensonable to 





vy « : * 
“David Erech and HeS. Crutahfielc, Theory and Problems 
of Social Paychology, (New York: NeGrew-MfiiT, 1 


Suosher, Kingsley, and Stahl, ops cite, p. 207. 
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43 
expect any satisfaction, any sense of worth-vhiloness on 
the part of @ person or a group, Uigh morale is thus 
automatically excluded by failure to ineure that all hands 
have their goals, Depending on the capacity er intel~ 
lizenee of those under consideration, the wise admin- 
istrator, regardless of his rank cy position, will make it 
a point to see thet goala cof some type are alwnys in sight. 
Persons of hicher intelligence, having capacity for abe 
etract thought, will not require the simple and immediate 
goals of their lees developed team-mates, nile it may 
be sufficient for a akirnar to tell his executive officer 
of many years experiences that every offort should te made 
to win a gunnery competition, it may be that @& seaman newly 
reported aboard should have the Importance of cleaning a 
gun mount vrior to the exercise explained to him. In this 
case the complexity of sccring a tercet practice is well 
known to the responstibic cffiesr, but the new man must be 
toid of the importance to the safety of the ontire vessel 
of the cun's nerfect fPuncticning., ere the man's ine» 
modiate obfective fe the simple preparation cf the mount 
for firing, not the accompanying, calculations, procedures, 
operations and decialions sShet he would not comprehend, 

And if his cun ie inapsected and found ready to fire on 
schedule, the seamen has done his pert; he mar experlence 
the seme feeling of accomplishment, realizing the im 


portance of his work, as do his superiors sfter a suc~ 
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ceesful exercise. If the seanan's petty officer had die 
rected the work to be done “because I said so", no ob» 
jective would have been presented to the mount cleaner 
end, while the work might have deen done, no foelins of 
importance would make the tack appear worthwhilo--hence, 
no feeling of achtlevement, 

In the absence of clear over-all objectives, 

groups ocannet hope to achieve a high omter of 

synthesia and will easily ceterlorate, “ne of 

the meet serious morale problems of men in the 

militery forcea during the war was the nen~ 

existence for larce numbers of them of any 

clear-cut goal for which the war was beins 

fought. 

While the average neval cffiecr is probably not suf 
ficiently treined to adequately interpret and explain 
national policy to the astisfaction of all his subordi-~ 
nates, he should make ovoery offort to insure that his own 
directives area known and understood, that the objectives 
he sets are comprehensible, This establishing cf sub} 
gorkls will in mamy cases act as a step in Improvine over= 
all mornle, , 

It is reslised thet 16 1s not always pogstible, or 
even desirable, to explain fully what is to hanven and 
way. in many oases security prevents disclosure cf plans; 
in others fatlure te appreciate larco objectivos prevents 


opening of dependent plans to scrutiny, But if at all 
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possible, all hands, within the scope of tholr ability to 
comprehend, should be kept informed, This applies equally 
to the procedures to be follewed as well as to the actual 
operations to be performed; the structure of the orgenization 

should be lmown, and the seemingly reacscnless lines of 
responsibility explained=-a gunners mate should knew why he 
48 assigned to @ battery under the airection of an assistant 
engineering officer for one Grill and why he reports to the 
chief quartermaster for another, 

It would be enlightening te conduct a survey ebcard 
almost any veasel to determine to what extent all] handa 
know why they do what they do, and to determine how far 
dewn the chein of command reasons for decisions and actions 
are made known. It sceme safe to state that a large shere 
of the complement of any ship remains uninformed in many 
arenas that superiora assume are well known to all, While 
much information is passec along lines of informal organ~ 
ization, the morale-conscious administrator will insure 
thst what he wants known te actually known, ané that hf 
subordinates keen itn mind the very real importance of 
mowledge of objectives, In many cases, the ostablishment 
of sub-goals will help maintain inberest if the ultinete 
goal is distant or incomprehensible, This ia Llilustrated 
by the practice of holding waekly inavections for which 
all hands mey prepare rather then explaining that the 


objective or geal is a sanitary ahip's company, a enfe 








Of WIEtde-eW o-qUErE ache” .eheme tie yebtionng 
CUleape aml fone ala? eel a ot Donte soot 
Lent St Ot 8 Clow Es temetle? aray merotecere weenie 

nL a Cres aT 

» Se Reed? easinneney Tinchees wi ton eaeves Boe 
Ot VR wel Stine ete eonmnry amntbetateee Yohtitiennees 

SRRDERS RS NOES went neem! cUwe dent at Ler livas ot: 

2 OF Ma Mom hE eS Sm 
~~ WMO Te YaseRmePcaue taney 

DAA9R TEPTIG 6 Ghatewc ad qeteedint Sew ad Ateor ar 
_ eet Lie teeteo tase of untwreaed wt Loxnsy we poante 
Tart rel Hatenacos oe Remy qa caw ech ab vail Tw waa 
smtioe be amatatonb wet saveeot Ammen Yo lm ot mab 
emule evant & aadb onde of stan seven $= socest shen wen 
Wer at hearmoiniiy suteses qice ye lo tomwszeos ad? bo 
elas +Lin 02 Gane! Clow one ectane etalveque 9) ambos 
~aaywa teen tat 9 wants Sole Dewhee €f e0! sameg ted gious 
weal Cite cotepinione aolpemeapiwres ett peeténet 
O25 SES? Ged gees EL feuPum Bt award spew ac! Sue Thal 
3S Scantyene! Dawe cumr ast pate mt weed wehamtieedee 
Jaentie! cates ac? .eeeco yes at sBRYIOOL SO 16 enbatwam 
CIUACAE) wad 2 seowent aiateten gtar fie ateeqndue Op 
batentanlt? es gece ADA ameirerTEeRs mo dredeth at fawy 
chice si) amatosmac! <iswer gatiles Ye tebtoavg ald of 
Oc CAS RET LO ee SENOS Ley cme Obed ora 
O128 # ~UTwe é'chde rreticen o af [mag © vides! Go 















44, 
vessel, or somthing equally intangible. At weekly In 
spections, defects that may he corresoted within e reason» 
able time are pointed out, and vague Cirectives , euch ag 
one to "cloen up the ship", are not required. 

A correlary of this tenet is that lack ef objectiven 
or setting unrealliszable ot jectiver may easily lead to 
frustratZon and personal disinterration, Uounding a sub 


ordinate to "clean up the ehip™ without giving an ine 


uw 
teation of what constitutes a clean chin mey lead to une 
Geaitrable resulta, obviously, Cut weny adeiinistreatere fail 
to realize the benefite to morale that may be obhalned by 
settins reallatic, obtainable gorls, aimed at the Level of 
those under considerat!on, the realization of which aide 

to the feeling of achieverent cf those held reepunsible for 
their accorplianment,. 

Mrech amd Crutchfield in discussing tho oignifieance 
of positive goals state thet it I's alao nocepsary to have 
some feeling of moving toward tho sonl and that "very 
@eall amounts of enccurarenont and srecean end bral) steps 
toward the goal are frequently effective in eustaining and 
enhancing motivation,”© this fact should be kept in min 
when objectives are first esteblished te prevent setting 
goals that may not be obtained within reasonable time or 


thet are 6o diatent no prosrosc may be detected en route. 





Snavid Krech ani RS. Crutchfield, op. Cltes De 40%. 
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Whenever croup members can see or believe they 

ean see evidence of advance toward the grceup 

objective, morale is thereby likely to be 

strengthened. The converge is algo true, Just 

es "nothing sueceeds like aucceas", so “nothing 

fatis Like failure,"6 

This same reeconing may be applied to the individual 
as well as to the gcreup, ent it is am appropriate concept 
with which te besin consideration of the next morale re 


quirement 


Se necomnition 


f 


When one mekes progress coterd an individual or pere 
eonal seal, recognition of this echieverent may likely 
eome from within end is less dependent on recognition from 
without; when one advances toward # croup co luctive, re- 
cocnition by thet group is more often demended, Cunner 
cones mey collect and etudy stemps, for example, for his 
own satisfaction witheut expecting compliments from his 
shipmetes, but when he works to cet hie equipment ready 
for the tig competition he wantea the gunnery officer to be 
avrare of his contribution and he wante his iIsnortance to 
be known by the command. 

nile need for recornition ie en importent factor af- 
fecting morale, The need for commerdation when due is not 


limited te any renk, ratings croup, ace, or other clessifi-~ 





Stoc. cit. 
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cation=--1t 4o imherent in the hurian being. The simple 
act of calling his subordinates by their names helps to 
show that oan officer recornizes them as individuals and 
thet their verfomasnce is not being accredited? to an 
unidentified “you, there”, Division offlLoers and the 
senior petty officers should be required to keep the 
performance of thoir subordinates under surveillance 
close enough to insure that individual effort, or Lack 
of effort, is noted, Telling 6 working perty that on ase 
giened job haa been done only fairly well worka a hard~ 
suip on the man that put forth a sincere effort and 
similarly lets the croup lagsard imow he would be foolish 
to contribute more, The responsible supervisor should be 
in a position to tell Jonnsoen before the group that he 
hed done an excellent job and Jackson privately that he 
@nould take steps to carry his share of the lond, 

Commendable acts, if of sufficlent Importance, should 
be brought te the attention of all handa. In this connece 
tien, 1% is wise to provide many areas in which Individuele 
may excel, While everyone may not be the best boxer or 
most alert radar cperator aboard ship, competition in many 
fields and among the divisions may bo arranged so as to 
enable the greatest numer of individuals to attain some 
moesnure of personal recornition from their shipmates. 

200 Field Research Section of the Sureau of Neval Per~ 


sonnel administered questionnaires unter assured conditions 
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4'7 
of anonymity to ever 11,000 enlisted separatees o: cvery 
rate anc rating in every mejor separation activity with+ 
Sn the ceontinentel United Statea in the peried between 
January enc April 19468, These date were anelyzed by 
Be Ce Asman’ to compare the morale of vertous sub-zgro UPC » 
broken down om tho beeais of duty easeignment, Gy talking 
reenlistrent es a eriterion, mest of the men would >be 
considered to have very low morele: they gave the Vaevy a 
try and for one reason or another decided against it, 
Their responses tc several questions give weight to the 
4mportance of recognition of the individual and the 
ewearding of credit where dve, fo the question "Do you 
think your officers were interested in whet you think and 
how you feel about things?” 47% seid thet few showed 

nterest and that they were pretty much indifferent, and 
24% said they ignored or rode rough-shed over the men's 
feelings. And te the question "De you think your of- 


ficers generally gave you credit for the werk yeu did?" 


* 


iso replied they kmew they didn't, 19% replied the cf- 
ficere did net know one wey or another, and 19% replied 


they received credit only when their worl wae not gatic- 


Corzzamnder Asran concludes (in part): 





TRC ASMAN , 
the Morale of oc 


A Study of Soms of the Factors Affecting 











SHAE Re a Le Sede {naked bees: aes Lee 
2 CORT wel! Ovey YER FAtecuD wel pew erat of Dombtemte 
~~ 42 240% AebtDeS tations 4 imemet amo «wt dos vee 
‘82 Ryley Oly EcOLTacop leseves as apeneqoe: <ieet 

| SOT OO" molteeop ett OF seebh wuedy Sites’ to gsi ieee 
a ela voy @asw ct Letecepant gta sweattho qo, ae 
Bowesld ew? fact Stan 3Th “Tage soete foal wey woul 
Bee ySREVe TENS whan ghtow gree Tet fact oe teorebat 
a! coc Sclt cwee Dosleigiw: efcr => Leweept yet tne 26 
Wi oy daliat sey at" noltesop att as on veg ioot 
"ALL oe aoe Me GGT Sikese voy omg pilecscry ome) 
te et) boldgos DOL steel yee woes pee Sotine: yar 
Betique TRS hes ,tertrone wo Wes oho weet fon Ale exoett 
“Sl1Ge Fem Baw Oca Sine note ylno Sitow Beviesen cenit 
| .7eshost 
t(@rey at! seivisees weet qoteece Ol 








—————e—— 
+ gtr cal 


° os « 
- tll 
~~ a Vv» - r a. j ls 








. ad ] 
» ‘“ - : ¢ ‘ e a = 
z -_ , saad Too Ev! mi) aonl « 


Tuer te ole se 
- su : id : tT i 


















Tne comnolusion thet the type of leader} 
ship these men have experienced waa not of the 
highest order ia inescapable. Although there 
were some differences between the groups in 
their attitudes in this flelé of relation= 
shina with superiors, by far the greatest per~ 
centage of all groups felt they were not re~ 
cognised as individvals, Gia not recsive 
oredit for achievement and did not get fair 
and helvful aupervisione 

It 1a significant that these men were not 
go much concerned abcut the physical environ} 
ment inherent in the different branches of the 
Navy, eg they were about their relations with 
their euperiore er the varicus adrinistrative 
practices which affectec them, For 1% ta in 
the area of suvertorekavbhordinate relations 
that the greetest opportunity exists for the 
Improvernent of pemtey | regardless of the branch 
of service involved, 


fie conclusion is one in which the writer fully 


CONCUPS » 


De ecurity 


Tne third major mereale reauirement to be considered 
in thie chapter is that cf security, The aserrence of 
fair and equel treatment is of groat Leportence in pro 
moting a feeling of security in en iInfivicual or a groupes 
This is well illustrated in the above montioned atudy 
where 575 of the separntees questioned cave their impres«= 
Sion of Mevy fvuatice anc discipline as being unfair or 
inconsistent, whether herd or seft, In this connection, 


@ sound principle in personnel maragcoment effectively 





“Thide, pp. 83 and 95-96, 
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49 
stressed by Tuctus® is to add to fairness the appearance 
of falmmess; be fair, but aluc appear to be fair. In the 
belief that the majority of naval officers desire to ad- 
minister justice even-handedly, it may be that the un- 
fevorable responses to tho last queetion were oecasicned 
oy the fact taat the importent element of apnerrincs fair 
wes absent in the cases of many of the separatees, The 
important objective of a feeling of security remains, 
however, and every offort should be made to make aub= 
ordinates feel that tney are to receive iuaet and equi+ 
table treatmant. 

During the war a croup of naval aviation cadets 
taking flight training were asxed in anonymous inter» 
Views what their present work efficiency was, considoring 
their moat efficient past work as being 1007, ‘The aver- 
Ace cadet was found to be performing at arcund 65S, As 
these men were anxious to get thelr wings, wiry were trey 
performing at an avorase of 35% below their peak? In- 
tensive interviewing ausgested two releted nerative face 
tore: (1) the pervasive fear of failure, and (2) a feer 
of unfair evaluation of work,-+? 


in suc: a situation, real efficiency is highly un- 
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agement, (Chieace: Richard 
D, Irwin, Im€e, 1940)5 De 
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1058, Naval Acacemy, Naval teaderaniov, (Anna volis: 
Use. Naval Institute, 1849), vp. 47=56 





eter aedtntme Cavan Yo yume a ner adh Au 
tote) qvergumns 4! Cusine wtev geimiee? nto! tt gatas 
BATTAL Cees 9 te qoowlel ls wice I=eeer: thet tam erate 
ores walt POLE galed ae drew teay smsaETo term ahats 
‘s ABO temne 24 geneween oS of Kame? eam Zeta age 
ell wre pie yma ater fy uf Renee gums ae eam 
~<a Yaeeg vies wales 28K 30 aphsuee om de gateun Hag 
ta origegan Desaton owt tedeauyiy yatwel yreint oy!xmas 
macho [f) See vpptiet to maw eyiaareny mer ft] vary 
NCetyre Lo sottaaceve visti Yn 
=m visti al Tous! tie cove smh feesia s wane = | 


aL dca 
12.) onupent ) EE aS ee ares 7 





















Likely. 2ut 

if the chances of succeas aro reagenably good, 

end it appears that sucesss is not accidental 

but fairly and inevitebliy dependent on high 

effort and rood performance, personal morale 

will be nigh el work will be efficient, one 

hardship of work will be taken in st¢ride,.+2 

In this situation 4t ie easily seon that fear (of 
failure and of unfair evaluation) operated te produce a 
feeling of Insseurtity with accompanying reduced nerfor~- 
MANCE » 

Another agpect of security ia a type of atability,. 
While military activity ia not the most predictable there 
is, morale may be seriously affected by Incomprehens ible 
changes, This concept allies itself closely with the ones 
proviously discuaned, the importance of Imowledzo of abe 
jectives and the reaecns why performence is required. it 
may be extended, however, to include the desirablitty of 
letting subordinates know as far in advance an practicable 
of proposed alterationa to an established routine, Ace 
cordingly, it would be poor practice to sive a man two 
hours to pack and catch a train for a training school when 
his orders have been aboard ship for a week, Similariy, 
achoduled activities showld be carried out as announced, 
if the orew has worked to vrepare for an inspaction, 1¢ 


shoulda not be cancelled at the Last minute becauee Lt may 
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be tneonvenient to the ekinper, 

Tn connection with this discussion of security and 
ateoiiity, the Tellowing has Seen said about industrial 
wrest! 


Industriel unrest manifests itself in « 
more or less continuing state of uncertainty, 
uneasiness, enc aimless ectivity arising cut 
of unaccounted-for fears or unsatisfied long-~ 
ings ® 

To seek something better is not to be 
frowned upon either on the pert of indivicuales 
or on the part of CYOUNB « “Lae leaders recog~ 
nize that chance is ¢« requiaiée of progregé . 
The attitudes of people differ markedly with 
reference to chanre. Some persons are conati-~ 
tutionally opposed to change, They desire 
security — on a low level If neceseary and 
lock upon chenge as endangering their seour ity 
Sther pecple seem to be conatltutionally ener. 
for the new end untried, Hadical change is 
Giffienlt for the masses to adiust to even thorgn 
they may have advocated it at the time of its 
initietion, Gradual chance is .rore in keeping 
with mans natural temperament 2” 


Taking this lesson from industry, the shipboard ad« 
ministrator would €o well to seriously consider the pos 
Bible effects of proposed actiona that may be thoursht ¢ 
be nicer out of line with eatablished precedent. This 
takes us vDack to the initial consideration of the impeor~ 
tance of keeping all hands informed of "why", All the re» 
quirewents discussed in this chapter are hichly interrelated, 


md all should be kept in mind in personnel administrations 





ae ae Scott, — Clothier, 5.2, Fathewson, end wyRe 
Sori @: gor, | aencem eg) pnecement, (Grd eds; New “York: Metrayw- 
Fill, LO41), Dre 2 











ate Qumigtds Ox) cutee, aoti mamsel a puttet | 
=Rin] Grit ed an0d Eawc! wee ed Liaw ob Blane catetietebs 
ob Seaman mt ie Sent) moot res Noanqoe 20 sfaette afdhe 
aicf? “stratecom Sattel lingea rhe antl to duo yo lep thet od 
Meee. acs 2+ wolieerhieros Cat itot at! of sped ay encod 
ru ai Th," ye* Ds Geermiict ataait ffe yabeeed to cena 
Cosolmmmint att ons ortyerie 20) nt SeueuoetS etmoematon 
of MOE Tu SsiSode Cerruotee at ain at tged ov Stuom® ste be 


; eens ee 
Vo? Doe .ugewacset .3,0 peatctordh .518 sleek of eee 
ee a a ' ) 





Ld CHAPTER y 


b+ 

$ 
cd 
a | 
4 


TIVES AND WOTTVATION 


If it were possible for a skipper to ‘and pick his 
erew, me would choose those whom he Imew wore well ad- 
jJueted anc highly motivated towaml the service and ita 
objectives, Unfortunately, this cannot be done, and the 
best must be made with the manpower assirned. 


Yeny military groups are forced sroups, 
but this does not’ m n they cannot become of- 
fective groupe, If croup membership is paycho- 
logically rewarding, officers and men will 
fdentifty with it, will work for this group end 
not merely for orev. ndvencement or for pure 
poses of keeping t — srofesslonal consciences 
clear. ut where the sroup is forced, identi-~ 
fication with it a wdade in it cannot LO Got 
pected, te happen automaticaly. Semo military 
organigetions never do —- Peel] PPOUDBS 4 & os @ 
Most military outrits, t mengh — forcadc, 
do become veal and effective grou 


The problem becomes one of making the individuals 
want to become offesctive. in thie chapter considerations 
will be made of vorovidings incentives and rotivating pere 
sonnel toward « state of high sorale, Th adiition to 


positive and nerative incentive 


| 


» Sections will be de- 


voted to two typical situations--Indoctrination of new 





1U.8. Naval mg Forel, Leadership, (Annapolis: 
U.S. Naval Institute, 194°), 5, 105, 
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mon and the correction of pert mistakes, 


‘ositive 





The anecifiec positive tneentives avallavle to the 
shipboard adeZnistrator avo, for the most part, appii- 
gations of tho fundamontal morale regulrernents Alscussed 
in the preceding ehapter, In apolying theese crincinledy, 
he ts aided by the traditions and prestice of the Vaval 
service ceveloped over mamy years and providing for a con- 
tinuity of purpose ant method, Vpon Jolning the service, 
Ghe infividueal fines himself identified ith a new groups 

Bquealiy important with the various cog- 

nitive and motivational factors affecting 

moPal@® . « « are those factora of an emotional 

sort having to do with feelings of croup 

solidarity, identification, involvement, anil 

the like. Thea emotional factora are in- 

separable, of conrse, from all the other 

mcrale Gaterminants. 

It can be expected that, other things 

veing equal, the more closely the individval 

monbers identify themselves vith the group _ 

the hicsher the morale of tho group will be.” 

Recogniging this fact, over the rears tho military 
hes made the group distinctive, pevenoloricelly and 
physically. Aside from ite objectives, it is made dle~ 
tinetive by the use of formal leaCership, organization, 


uniform, ceremony, symbols, and the like, thet set 





“Mevid Krech and £.O,. Crutehfield, Theory and frob~ 
lems of Soetal Paycholory, ‘New York: Ne trew-7111, : 
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S4 
definite boundaries between the members and the non-members, 
The natural desire on the part of an individual for group 
approval end recognition may thus be exploited by the 
military administrator as a positive incantive, 

Commander Harlow writes: 


Therefore, altncugh you oannot neglece guch ine 
stitutional factors as the Nevy'’s traditional 
prestige, ceremonies, anid othe: formalities, you 
should remember that they are psychological 
tools and not objectives, 
To every leadership problem 7 you moet, you con, 
while followings the presser. bed "Nevy way", still 
apply the personal = wtheds of persuasion and 
Geminance. It is exky in this manner that you 
can influence yvour men to bring to their tasks 
the enthusiasm and the extra ounce of spor anoous 
effort that so often apell the difference A tee 
failure and success for the wholes command 


4nother consideration in the application of basic 
morale~-determining principles {a shat participation of the 
individual in group activities is essential, 

Requiring the individual to assume rosponsibilities 

ensures that he will feel more deeply involved and 

identified than if he ls permitte’ to exist pan- 

sively in the groupe 

© » e Sroup la@entification can be enhanced by ine 

volving the individual in the group in as many ,dif'~ 

ferent aspects of his personality as possible, 

Tims, the positive incentives thet the shipboard nd-+ 
ministrator may use mre numberiless: all applications of 


principles that reco mise fundamental morale requirements. 


ery ae 





SAM, ! a a "A New Leck at Naval leadership", U.S. 
Naval Inetitiut moceed t: en, 76 (Nov. 1950) » De as, ~~ 


“xrech and Crutchfield, on, Cites >. 415, 
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Knowledge of one's mission, cne's progress, one's status, 
assurance of fair treatment anc cpportunity, a fecling of 
group solidarity and individual dignity are all vital to 
good morale, ‘There is no need to pile up evidcenee te prove 
thet tho value contributed to morele by 0.5.0. shows and 
the like is at best questionable; the end results accomplished 
by military organisations do not correlate with ontertain« 
ment and deer, © ons rather with the apnmlicaticn cf prine 


ciplea basic to the successful handling of men, 


9 Ncvetive Incentives 





Negetive incentives, as well as positive Incentives, — 
are frequently misunderstood, both as to their reason for 
beings and their effectiveness, Peer cof a lows is substie 
tuted for desire for a vain when nezative incentives are en= 
ployed. The loss may be at mary levels: prestice, pereonal 
frecdom, status, financial, privileces, 1ife itself. in 
considering the administration of negative incentives, it is 
WOll to keep in mind thet it cfter ie the certainty of the 
logs rather then ite severtty that is srester in deterring 
the undeaired behavior. Threatening to award a severe 


punishment to those caucht in e# misdeed will net heave the 
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“whe writer found very amusing @ national advert Laement 
sponsored by the United States Srewers Poundetion in April, 
I@Sl, supporting the statement that in time of omercency 
beer isa oraential to sublic worale. 
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56 
Geaired rezult of preventing the wiadeed if the odds are 
yoor that one would be caucht. 

To be effective, the loss must ba a veel one. Certain 
puntisheonts may be thought by sentors to be severe (and 
therefore offective) while in eyes of the suilty ene and 
hig groun no loss has occured, and, in fact, the “punishe 
mont" might result in a higher stetus for the miscreant. 
Getting away with inadequate punishment can be se ex~- 
hilarating as settine away rith forbidden behevior; cither 
ean @eerve tc make a man a here to hie croun. “ver a pericd 
of time thie competition with avthority can do creat cdemace 
to morale. ‘Treat care must be telen in the etministration 
of negative incentivee to insure thet this competition does 
not mushroom, eaepectally slonc Lines ef informal orrani~ 
sation. A high etate of morale, which Implies cooperation 
with authority, will cenernlly te reached where nageative 
Giseipline ia kept at a minimuas the use of positive tn» 

centives is sreatliy preferable to the use cf those that 
result in personal or croup logeres, Ant as this ie not 
always possible, a few remarks will >be made on the ad- 
minietration of punishment. 

The Kavy Inspector Sensral’ etreseed the harm thet is 


dene to morale and discipline by the use on the part of 
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scmiral Mewlett Thebeaud, in a gpeech te the Midship- 
eis ba at the U.3. Naval Academy, January 19, 1947, 
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57 
certain misguided individuals of unofficiel punishmnente 
improvised by themgelven, "These may be effentive up to a 
certain point, Sut in the Long mm they do infinitely more 
hamm than cood." Their Lllegal use ie imown to the men 
ang merely serves to irritate and to errcouse the bitternees 
of resentment. 

As was bDroucht out in the Aeman studs, wunisiment 
should be fair and fuet; thia means thet 16 should be ade 
ministered impartially anc imparsonally, Cne should be 
made to feel that puntshmrent is coming from the Navy and 
not from an individual, either the comemiing creer or 
his repregentative. This means the elimination of any 
feelings ef personel dislike, anger, prejudics, and the 
like, 2t further means that punishment administered eheuld 
be forrotten; personal feelinzs are likely to develop if 
one ig constantly reminded of his correction, 

Punishment to be most effective should be in- 

Pileted as goon an posalivile after the offense 

has been proved. Velay mar eacliy lessen its 

value aS a corrective measure,? 

Punishment cannot rectify ariistake once made. Fear 
of punishment may prevent « mietevo: if £6 a tool, amd it 
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ed othervise--constent threatening Coes 
mot serva to Pulled conficenee in the orgtmiention and in 


the fustness of superiors, Uvery vergen in eutnority 


‘UeSs. Naval Academy, Naval Leadership, (fmnapolia: 
U.S. Wewal Institute, 1940), pe e405, - 
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oS 
should meke cortain he does not roster fear of punichment 
merely to enhanes his own prective; such action may easily 
have results opvosite to those desired, 

Cn@é line of reaanocning tendins te preve the greater ef- 
fectiveneces of positive over necative incentives is thet the 
former covelep feelings of croup accomplishment and pride in 
the orgenization. This pride cavsos individuals to aveid 
bringing disereiit on the organiaetfon, and this sane pride 
causes the croup te police itselr in Llorge measure thereby 
avoldins many disciplinary problems, Year of croup disap= 
proval may act bo deter behavior where Tear of individuel 
loss, after consi@eratton of the risks of being caught, 
may not. In any case poeitive incentives add to morale 


wnile nogative ones can at best maintain it. 
i) Indoctrinat Lon 


Se far this Giecuesion of metivation hes been fairly 
general. The actual application of fundamental morele 
determinente end incentives will vary from situation te 
#ituetion and from ship to ship depending on clreumetances 
end the personalities of the responsible administrators, 

As an example, the problem of indoctrination of newly are 
riveé men eboerd ship may be hendlied in several ways, This 
section will consider this problem as typical of the many 


that oceur in the fleet; it would be impossible to consider 
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9, 
them ell. One other protiem, Saat of correcting past «lo» 
taken resulting in s atate cf low merale, will be considered 
tn tho next toctlon. 

"hen a men reports to ® new commend, it Ls dGoslrable 
for him to become an ofliatent temiemnte age soon As poke 
sible. Ma 1a no different, basically, from the rest of 
the crew; he has the same necda antl his differences from 
the existing group of men are of desres rather then of icind, 
With men of longs neval service, the integration with the 
erew should not be teo lons a process; with Lnexperlenced 
youngsters, the prorram should te nore carefully planned} 
anit. recognition of Individund adicterences should be made 
in ell cases, Many veosele heve found it of valve to heave 
written procedurea to be Tollowed in the Indoctrination of 
nowmen, Lange drafts of men are frequently received 
@board with little or no edvance notice. Ab these tines 
a acvance plan or procedure is of crent benorit. 

Recognizing the importance of Imowledse of objectives, 
the new man, during his indoctrination, should learn the 

objectives of his ship, ite charactoristics, and what ite 
mission ie. He should Lear the odjectives of his depart- 
ment and the gang to which he te assigned. The exhausting 
work of periodically servicing a torpedo becomes more 
reasonable vhen one uncderstends the importence of this 


servicing to the proper functioning of the torpedo and the 
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successful completion of one of a ceetroyer's missions. 

Provision @hould be meds for the recognition of the 
meow mean as an individuel. One plan ie for e responsible 
petty officer, chosen for hie interest, to taxe s small 
group around, showlns them their cempaertmonte, introducing 
them to the group with which they will be assicned, and 
generally dieylaying en interest in their setting settled, 
if a new men hes a ferily, ane if circumstances permit, to 
grent reascreble liberty to set them settled in a strange 
ity will sc a lens way te getting him off to a sood start-- 
it le widely recognized thet a new arrival is of little 
Yalue and. fails to learn if serious domestic problema are 
on his mind. Such recoscnition of individual needs makes 
for a frame of mind receptive to his new assisnment. The 
intereet of the command in the individual, of which these 
exaxples are but a fow cf many, prepares the wey for 
interest of the individual in the comeand, The reverse 
@leo holde: it is improbebie thet ea man will chow interest 
in the commend if none is shorm him. ith oeall initial 
effort, a seund basis for future relations may be establi- 
shed from the beginning. If the new man hae an outsetartding 
recora from his last duty atation, 1t will not hurt to Let 
him know it has followed him, And if he has e name, it 
sheuld be learned and used, 


rigora end Byers write: 
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A friemily weloone to the orgenismtion is 
not the only purpose of good induction, how-~ 
evor.e An equally impertent objective is to 
give the new employes accurate end useful in- 
formation ebout t:e company, the employoe 
services it cffere, and the pernonnel policies 
thet will affect him at well es all other 
employees » 


Experience with rell-planned employuc~ 
induction vregrams in industry, in sovermeant, 
ani in the armed serviegs is so favorable in 
terms of aubsoquent omplores satiefaction and 
werfommancs that no orgenisation, except pos- 
Givly a very srall one, oan afford to omit, 
thie procedure free 2b8 pernenne] orecram,. 
Security in the new man rnuould be develoved as scon 
aa noesible, Knowing where he fite in the crganisation 
ed what the organisation expects of hin is of sroat im 
portance, The indectrinntion of the new man aboard ehip 
hould inelude an explanation of the ailin'a organisation, 
Shin's orters and policies, procedtres he chounld know, 
and who the key individuals are thet he will have deal- 
Sngs with. %It is cne thing to tell a men that the pay- 
master takes care of all pay recomis and ancther te take 
him to the geupply effice end tell him thet Lt. Smith will 
be glad te see him at 1050 any weekdey to resister en 
allotment te his dependents, The less the new errivel 
feels he is st the mercy of a disinterested “system” the 
greater will be his sonse ef security, The whole in~« 


Gectrination pregrem sheuld be aimed at giving the new men 


aie 





Sraul Picore and C.eh. myers» Personne] fdmivistration, 
(Mow Yoric: MceGrewetli11, 1947), n. 160, 
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@ sense of delonging to his organization, 
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fhe second problem to oe considerec in connection 
with the shipboard application of principles of morale 
fe that of correcting mistakes made in the past thet have 
resulted in an organization's having e low morale, ‘This 
ean be either the entire command ov any semreant thereof. 
In any carve, it is well to attemnt to cisecver where and 
why morale is poor, In thie connection, in industry it 
hae been found thet: 


an anslysis cf the morale of various froups 
may reveel Wholly unexpected results, For in- 
stence, the rank-and-file workers may score lhi,her 
then the minor executives, a condition thet mas 
indicate So top management thet they “ave taken 
too much for granted in connection with their 
treatment of these minor exeautives, Mmeployees 
of from 5 te 10 years' service mey show a lover 
morale score than shorter service omplicyoos, 
Clider employees with the seme length ct service 
a8 youncer employees often show a hicher morale 
score then the youwge: exupleyces. These retuits 
are not easily explained, lowever, a detvermina- 
tion cf the feotes ray lead to further investi- 
gation as te causes that will lead to corrective 
measures either in initial employment and 
training or tn the hendling of long-service 
omploycee,~ | 


While this method of lcesting poor morale may hold 


aboard ship, it is more prebable that the ¢crountng will be 





9cobt, Clothier, Wathewson, and Spriegel, op. cite, 
pe S25. 
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by Cepertments or gangs rather than an over-all age divi- 
sion, If this proves to be so, the individval in charge 
of tho disseatislied group sheuld De evaluate in the light 
of what basic nrinciplea te is falling te apply. 
ima as to determining way morale ta poor, in industry 
4G has been found that: 


Paployeewattituae studies previde ome et Le 
mont valuaole metheda of datermining the currons 
statue of personnel relations, These atudies nay 
reveel that susoervision is setisfactery ont 
working conditions ere nol in keeping with the 
@aployesa' desires, that wages ave satisfactory 
but that auperviston is entirely inadequate, that 
the training program is not meeting the ceqriire-~- 
ments of the employeoa, that promotions in the 
eves of the enplceyeos are not beinr mado on merit, 
or many other aspects of versionnel menagement that 
are vite to effective overct on of tha enterpria@.s 

Management ag a rule la desirous of doing the 
right thing for ite esployeas bub in often baflled 
to know what ies the ~ight tiing te do and what +ee 
eployees! reactions are to vhet is } eins donee 
Am @isauesed in the pr@viows Ghaplar, @ipbesonl 

measurement of morale does net take acvantbece, as does ine 
Gustry, of Tormal athitude stuudiea, Tlowever te dotermine 
reasons for noor morale, scue measure of attitudes rugt 
DO ttado: one Cemneot correct @ aliuntion wiven tie vensoha 
for that situation ero not Prown,. Nepoonctile seniore 
Should wee Chelp aentimates of attitudwa an accerato oe 


posetile by studying methods of interviewing aml tr 


tratning te observe reflectiona of morale, Ter omernple, 


wr 





LOTpides Pps 515-5. 
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34 
oné should recorcnise insuvorcination as an index of more 
ale, and one should, through formal or informal inter~ 
viewa, >e able to strike at the roots or reasone for this 
misconduct. This shoule be done not merely to punish the 
offenter but to enable tho causes to be identified and 


elininated, 


etete of applying basic principles, “he follering qia- 
engeion willl illustrate how over a peried of shout two 
yeers worale of a neval air station was raised Prom a 
discouragins low to a very hish state,tt The principles 
used are considere’ te be valid afloat or asi:cre, The 
comuand tn question was cherged with training enlisted 


aviation ratings. When the activity was reactivated after 
several years in a stand-by status, the morals war poor, 
The preblem wee apvroeched and solved throuch the enlisted 
inetructors attached te the cormwend, Formerly they head 
been berthing and messing sleneside the trainees: they 
were civen berracks end mess halle of Chsir orm, Fromerly 
their houra of itnatructicon were unbalanced and vunequals 
the teaching load was distributed, ench inctructor taught 


a weximurm of six heurs « day and wae assured of tec hours 





Llmaterial for this Ctecussion was obtained ter inter 
views with perwonnel of the Neval Air Techmiceal Trainin 
Command, notably ir, J.C. Howard, in Jenuary, LOSL. 
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CS 
free, thoete perlode following @ pre-plamed scheodulc, The 
instructora were clven autnerlty commensurate with thelr 
responsibilities, they were awarded extra priyilegen and 
imeentivea, and their individual achievements were recog= 
niged, For cutetanding work or new ideas, the onlisted 
inetrusctore bed thelr accomplishments published and accred~ 
{ted to them by neme and rate, hue pride and apprecietion 
of the impertence of the duties of the rate as woll sa cf 
the individvel wes aclhnorleczeds photographs and articles 
in publications Gistrtuuted service-wide carried greater 
prestige thm juet in « paper published for the command, 
eithough tne stetion peper wea Ceveloped tats an excel] leat 
CMO. 

The morale of the students wee improved uy the new at~ 
titwioe of their instruetors, The Inetructors were in the 
class to holy; the echool was vocational, anc echolarehip 
for its ovn sake was not the goal, The enlisted inetruo- 
torm could epenk on the level of the students, yet there 
wen no frivolity and the instructors requirea respect. All 
hands were impressed with the fact thet cletms were to be 
backed up: 1f tho men were promised something, they could 
expect to cot it. 

hadvisory boards were established to counsel and advise 
mon on neadenic, porsenal, finencial and cther problems, 


This service, while voluntery, became popular when tho sine 
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GG 
cere interest of the boards in the men had been demon- 
etratoed. 

Service facilities were expanded, Fach man upon re« 
portincs for duty veceives a packet containing instructions, 
informetion en housing, maps of the area, end tips on what 
te do with their fanily, pricea, pointe of interest, recre-~ 
@tion, and the like. “he process of cheeking in wae sia 
plified and loealineds in the past it hed required travele 
ing 23 miles to couplete, “n departure, the checking ont 
process was cut to 1-12 days, 

Slubs for the recreaticn of chief petty officers and 
petty offieers are cared for by their members; they offer 
excellent entertainment emi recreetion fortures, “ther 
activities include clubs for cormiucting almost any hobby, 
@ carase where the men may buy parts at cost end repair 
their automobiles with tools provided, mueical and cra 
matic sroups, and the likes In all instances, the cucscess 
of the recreation presram is duo te active participation, 
This i¢ held to be an olement vital to the success of 
similar orograms, regardless of tho sige of the organi-e 
gation, ashore or afloate 

When this comennd was reactivated, the grounds and 
buildings were badly rimedown, Realising that the physical 
appearance of the plant effects morale, a longeranzse plan 


S beautifying the station was put into effect. Personnel 
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pow attached to the comand may tase pride in thelr 
station. 

wy making instructing carry more prestige, the duty 
hes become more deslrevle-—many instrmictora return again 
for duty at this stetion at thelr own request. Nelationa 
between the naval personnel, the civilien employces ani 
the toynapocple are oxcellont. The sommand conducted a 
gomapaign in the local papers to effect this cordial 
eitvuation. Articles aimed at educating the townspeople 
carried messases aveh as those thet rverinded them that the 
Qailor is their noighhbor's vey, that he probably misses 
his own hone, anc what are Chey Going about Lt? Thie cen 
paign has been highly successful, with many servicemen 
“anding soclal outlets in the city's homes, canteens, 
clubs and churches, 

Tron the shove exenple, it shold be clenr that morale 
ean bo imgreved, no matter now badly it may appear te heve 
Slipped. Considereble ingenuity ls often required, howe 
ever, in agpliying morale-building principles, Cne cevice 
found lhelorful is the use of so-called “norsle-carriers”, 
those individuaia vespectea by their fellows and commanding 
move~Gian-average attention in the Informal organisations 
Dy oomvincing them of tne honest interest and intentions 
of their superiors, they may carry or convey thie interest 


co members of the corenmand who for sons renson or another 
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cannot be reached directly. The element of rapport is of 
ereat importance in exclumging views, Idemse end desiron-- 
46 la impossible to talk with a pormon who will not ietens 








To achieve osoperation, cormumrication 4s esrential; this 
ntial, the respected, and the intereste’ members of 
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Communication is easential in directing humm activity. 
A serious convermattion directed to a purptso other than 
satinfaction in the conversation itself ts an intorviews it 
inmeludes facial express‘on, gestures, inflection, and other 
means cf frece-to-Tace communication as well as svelken rors: 
they all contribute to the purposeful exchange of information 
Which is the interview.! Come activities dexend srenter exe 
perioneo andl expertness in inbervlewing than cthere;s some 
professions~~law, medicine, social and peycholorioal tnvestieg 
gation, te nane a Tewe-havo develovad effective techniques to 
accomplisn their ends. <A kmewledge of the probleme end pros 
ceduren of these exverts is of sreat help to the adrinistrae 
tor upon whose hamiling of men the morale of hie or:anizetion 
mey depend. 

Tae nature of the interview varies with the vec te which 
it. ia fo be puts; these uses have been redueed funcanontally 


to three: fact finding, informing, and motivating,.©= n other 





lralter Hingham end 2,V, Neere, Tow to Interview, (3rd 
Od.; New York: Marper *: Grothere, 1U4l), pe Le 


oWDites, Pe 27. 
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70 
words, a person is interviewed in oxler to learn something 
from him, to tell him something, or to influence hia 
feelings or his behavior, 

Aspects of the firgt two uses of the interview that 
are of valve to the navel cfficer will be considered in 
this chapter, The following chapter on counseling will 
consider pertinont aspects of the second and third fundew 
mental uses of the interview, 

The objective of the interview should, first of all 
be clear in the mind of the interviewer, It has been the 
experience of the writer that formality is not & necessary 
ingredient to the success of an interviews the establich- 
ment of rapport is of greater importance, whether theo che 
jective of the interview is to determine imowledce abcut 
specifica events or an interviewee's own attitudes and 


feelings. 





Interview! 


The interview technique to determine facts should be 
used with caution and discriminetingly; if nore reliable 
sources, such as documents or actual observation of 


situations, are avalleble, the interview is usually un- 





“Chapter 2, Pinghem and Noore, ORs cites contains a come 
plete discussion of this subject, together with GO major 
pointes of consideration and sugzsestions for interviewers, 
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72 
desirable. Hore, it may most profitably be used to de-~- 
termine leads and cain access to more cbjective data, 

The interview may be a useful tool with relation to 
psychopathology: 

The officer will not be called upon, of 
course, to diagnose or treat any extremely deviant 
behavior, Sut he should be able to recognize abe 
normal behavior when 1t occure in his unit, Since 
the abnormal ta almost always merely an oxtreme 
form of the normal, the study of everyday behavior 
should aid in recognisins the serious depertures 
from the normal, 

To underetand and control human behavior 
either normal or abnormal, we need to deal with it 
on the level of causal dynamics rather than in 
tema of superficial comzon sense, 

The interview in a valuable technique for studying 
human nature at it may be directed to the discovery of what 
lies behind behavior, 

As the interview to determine facta is only loosely 
connected to the tovic of this thesia, this subject will not 


be developed beyond the shove comments. Reference was made 


to an outstanding work in this fisld,. The importance to 


morale of accurate fact-finding and investigating, we in 
misconduct reports and charges of neglect of duty, is, 
nevertholess, creat, and not to be underestimated by reason 


of the brevity of this section, 


2 Interviewing to Determine Attitudes 








4.5. Navel Academy, Naval teedership, (Annapolis: U.S. 
Waval Institute, 1949), pe 7O-7le 
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72 
Chapter III contrasted the use of attitude studiea 
in industry and in the naval service, In the Navy, the 
poll has never been appreciably used, either to directly 
determine action or to measure morale, Thus a study of 
the personal interview, as used to throw light on ate 
titudes, to measure them, and to alter thom, mey prove of 
value to the fleet. | 
Personal interviews have been used in industry to ace 
complish the threefold purpose of supplying manacement with 
information regarding conditions and attitudes, releasing 
the will to work emong employees and st.pervisors inter~- 
viewed, and building up a supply of valueble case material 
to be brought to the attention of aupervisors and execu- 
tives.” 
As a means of achieving insight, interviewing 
Ga sediie .. fgr diagnosing. organiza- 
° 
Similar benefits may be obtained by the shipboard ad~ 
ministrator, without lessening the prestige of military 
command or risking accusation of conducting a "popularity 
poll", an obstacle to the use of attitude surveys. Benee 


fits of intelligent interviewing could accrue to all cone 





On incham anc Moore, Ops Cite, che 9, "Interviewing 
Yorkers about smplLoyer-tuptoyes Relationships." 


Sranl Pigors and C.A. Myers, Personnel Aduinistration, 
(New York: McCraw-"T111, 1947), pe 80, 
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7S 
cerned; it is unnesessary to decument the statement thet 
failure to communicate easily leade to misundloretanding 
amd conditions 
incloaticn of lesk of leecership or failure tc command for 





unfaverable to good morale, Tt ip not an 


ung im a position of responsibility te consult with sube 
ordinates; this 18 recognized by the great majority cf 
military administrators, However to increase the offoctive- 
ness of euch communications by the practice of proved intere 
view techniquea is an objective, the accomplishment of which 
warrants study by those who interview, Uite-oremise mothods 
mey be replaced by Chose found to be more selentifie, The 
techniques of the interview need not be saved for special 
or formal escasiona;s they should be an integral part of 
day-toetay functions. The skilled administrator will have 
rapport with his subordinates developed in order thet they 
will not worry "what did I de wrong now?" every time they 
are summoned for a consultation, He will have ther acous- 
tomed to the situation of the interview in order thet the 
required comennications may De made quickly and effectivelys 
This requirement of rapport, s harmonious relationehip, 
could theoretically extend through the chain of commend, 7 
te not to be expected that all seamen would feel at case 
talking to an admiral face~toeface, but, and again theoreti- 
cally, he should be able to talk to him through intermediate 


authorities, fuman nature, however, inscrea the odds that 
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nomewhere along the line the communication will be broken, 
In discussing one rule of interviewing industrial 

workers, Noethlisberger and Dickson write: 
The interviewer should do everything to help 

the worker feel at ease, There are =. Gitferent 

ways of accomplishing this — e « ., ate tA 

ig likely to be resentful of any dis Lay of autho 

ity» or of any indication of his sestal” tie 

tion, The interviewer, ye should guard 

hineelf ages Inst displaying authority in any of ites 
forms, ‘Te shouid not give any orders to the intern 
viewee, end » of course, al sheuld never violate 
confidence given te him, Ne should alse avoid the 
more subtle forms of aisplay ing authority, such ea 
contradicting the worker, interrupting hin, 

taking the rolg of the teacher, or treating his 

ideas lishtiy. 

The conductors of this research program found it neces- 
sary to obtain their interviewers from porsene not in the 
hierarchy of authority in order to achieve the rapport 
needed to reveel the desired data, the feslings of the 
workers, Therefore, the military ohain of cormand, pose 
gibly more so than tho industriel, due to the sreat 
significance placed on rank and authority, should not be 
relied upon for a free flow of expressions of feelings and 

titudes, Tuman proclivity to respect rank, one's aye 
prehension of authority, preventa it, 

This boeing the case, that a responsible acministrator 


may not rely upon his immediate subordinates to reley the 








TP ade Roethiisberger and Weds Dickson, Manaren 

she. wor Eicon » (Cambridge: Nervard University Press, 194 

& work is ean account of a personne 1 research progr ari 
conducted by the Western EZlectric Company, Nawthorne Yorks. 
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sentiments of those below, how is he to obtain a picture 
of what they are thinking? Several possibilities present 
themselves. Arbitrarily discarding the attitude survey 
techniqve as being non grata in contemporary military 
oircles, these possibilities involve the planned inter-~ 
View. 

First, to parallel the Nawthorne method, trained 
interviewers from without the command, having no military 
authority and ldentifyins no indivicuel, could be employed. 
This would, in the opinion of the writer, be a haré pro- 
exem to $@1] individual commanding officers, resnensible 
officers who are by training jealous of their prerogatives 
end poaition, and officers without whose support the nro 
pram could herdly sueceed, 

Second, some officers have personalities such that it 
is easy for them individually and successfully to contact 
members of tholr command at all levela in the chain, They 
are dependent on no one for measures of morale; they are 
also fow in number, 

Third, the training of all officers could include 
study of interviewing techniques and supervised practice to 
develop the ability to osteblish rapport that cil cde not 
inherently possess, Such a program, if successful, could 
establish the chain cf command as the communication line ef 


foeclings upward as well es the line that distributes orders 
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76 
downward » 

The following conclusions of the Secretary of War'a 
Board on Officer-Enilisted Yen's Relationshipa, headed br 
General Doolittle, which held hearings in the spring of 
1946, represent a considerable departure from traditicnal 
militery thoucht but are considered appropriate to this 
disevssion on communication, 

Tre causes of poor relationships between 

Se ae officers and enlisted personnel are 

traceable, in seneral, t6 two main factors: 

fe Undeniably poor leadership on the part 
of e small percentage of those in positions of 
responsibility; 

be A system thet persits anc encourases a 
wide official and social gap between commisrioned 
officera and enlisted personnel, 

The gep between senior and subordinate, the distance 
across which it ia necessery to communicate, can be nar- 
rowed by better techniques of communication, Tt is obs 
vious that officlal rank, henee gap, 1s necessary in & 
military organizetion Just as itt ie in bueiners or else-~ 
where, And no culture is without ite groups, hence saps. 
fsusea should be corrected, however, and to this end the 
Doolittle Board recommended (in part): 

That, in adiition te the training in tech- 
nical subjects, each (officer) candidate . . .« 


receive much more comprehensive instruction in 
command responsibilities, personnel manacement, 
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and human relations .® 

This third possible method for keeping responaible 
officers informet on matbtere of ettitude and feelings-- 
morale--is held to be the most sound, As a military unit 
er crgenization, a naval vessel is self-sufficient as far 
as possible, Therefere it is not tenable to rely on oute 
eide exnertse to investigate and report findings of their 
interviews. And that too few of flceera oan, without trains 
ing, eateblicsh effective contact and cemmunicate with 
their subordinates is susported by the “oolittle Poard 
findings. 

Training of el] officers in husan reletiona fa a 
Gesirable goal, but until such time as it is accomplished, 
hniteoremiss techniques will continue to prevail, 

While it 18 not the purpose of this chapter to tell 
how to interview or to analyze the techniques, the fole 
lowing coneiderations are held to be pertinent: 

in the interview IT use & number of simple 

rules or ideas, I listen, I do not interrupt. 

5 refrain from making moral judgments abovt the 

opinions expressed. I do not express my own 

Opinions, beliefs, or sentiments. JT avoid 

argument at all costs. i do this by seeing to 

it that tie speaker's sentiments de net react 

On Uy OTe 0 ; 


And : 





Clbides, Pe 250. 
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Personal interviewing is not only the task 
of the personnel specialist but of everyone with 
supervisory and executive responsibility, Rightly 
done « e « it forestallis irritations, dcisarms 
—a makes friends, and releasea the will to 
Work « 

The person whe doee the intorviewing learns 
much about human nature « « »« « The experience 
of interviewing thus conatitutes a valuable 
feature for the =. ¥ supervisors and 
prospective supervisors 


ALSO: 
The fact that is usually reises more questions 


than it answers ts not wholly to the discredit of 
the interviews 





LU ginghern and Moore, Ope Cita, De 1606 
12Tmide, De 145. 
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CHAPTER VIi 


COUNSELING 


Counseling attempts to bring abeut ea constructive 
ghange of attitudes on the part of the counselee through 
individual, face-to-face contacts. This extension cf the 
interview process deals with individuals who are male 
adjusted, perplexed, failing, delinquent, and the like. 
Its aim is to help these individuals leave their inter~ 
views somewhat better adjusted to their preblems and 
facing realities of life more constructively.- 

The previous chapter pointed out the real needa for a 
program ealmed at training administrators in the naval ser- 
vice to develop competency in interviowlng. “Sy oxtoending 
this competency, some could become proficient in the field 
of couneeling,. Abcard ship, as elsewhere, effective coune 
seling can contribute to group morale by helping better the 
adjustment of individuals, hence their behavior, As coune 
seling is not conducted on a group basis, and as the pro« 


cess is & time-consuming one, its application would of 
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loari PR. ROOTS , 
Houghton=Mifflin, 1942 
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80 
necessity be limited. In this respect, consideration may 
well be given to troatment of the more influential persons 
who find themselves out of step with the organization. By 
helping them to regain a welli-adjusted position, the morale 
of the group may be improved, 

Although most of the statements made about 

e e «e counseling apply with equal force to any 

military organization, whether in training or in 

combat, there has been very little use of a 

counseling approach in the vast war prorram 

which has been inaugurated in this country. 

The failure to use such a tool 1s due in part, 

no doubt, to the vsual cultural lag in trans- 

lating new discoveries into effeotive working 

programs, it may also be caused in part by the 

tendency of the military mind to think in terma 

of a mass, rather then an individualised, appreach. 

Yot there are meny reasons to suppose that our 

growing knowledge of psychotherapy could be of~ 

fectively used in tho military program.‘ 

Counseling has been used at naval shore establishe 
ments such as the Treining Centers where recruits are 
helped to adjust to authority, new social groupings, and 
an uncertain future. It ig used in the training of many 
military specislties, such as flying, diving, submarine 
service, and the like, sna it is used, finally, in the 
readjustment of psychological casualties. Dut during the 
great majority of the time an individual 1s in the service, 
between his entrance and his exit, unless he is given 


training for extra-hazercous duty or sent to a hospital, 
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81 
he has little if any opportunity for receiving scientific 
counseling. 

In the belief that a counseling pregram ie valuable 
and worthwhile in the day-to-dey life aboard ship, this 
chapter will sumearize the old and the new viewpoints in 
counseling, the work that has been done in other forme of 
administration, industrial and government, and the bene~ 


fits that have rosulted, 


Old Viewpoints in Counseling” 





Almost everyone who was ever placed in a position 
where advice waa sought will recognize the continuing use 
of many of the old techniques and approaches presented in 
this section. They assume that the counselor ia ina 
position of competency such that he is able to judge what 
wie individual seeking help shoulc do. One of the oldest 
is shat of ordering and fortiddings this technique has 
been laid asice in modern psychotherapy, not Decause cf 
ite laek cf humenitearien feeling, but cecause it has 
proved ineffective: lt does net basically elter human be-~ 
havior. | 

& @econd ‘approach, now in disrenute, ia thet of ex~ 


hortation; an individual was worked up to a point where 





SIbide, Che II, passim. 
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he would promise to achieve some worthwhile coal and would 
thus supposedly bind himself with his cood intentions. The 
most common sequel to this technique is a relapse; no real 
change is made, 

A third approach is the use of sugsestion, in the sense 
of reassurance and encouragement, in the hope that the moti~ 
vation of the Individual will be strengthened, Tut telling 
@ oounselee that he is getting better tends to deny the 
problem which exists, a& woll as the feelings of the indi- 
viduel toward his probleme 

While these older methods are of historical interest 
te the trained ccunselor, they are in current use today by 
the well-meaning but uninformed pergon who may attempt to 
alter behavior or attitudes through the medium of coun~ 
selinge Also in use are the techniques of fiving advice 
and intellectual interpratation. 

The practice of civing advice has two major weak~ 
nesses, The individual whe has a good deal of independence 
tends to reject suggestions in order to retain hia own in» 
tegrity. and, on the other hand, the person who hes little 
imfependence, who leans on others for cecléions, is driven 
aeecper into his dependency. 

intellectual interpretation relies on an explanation 
of the basic reasons for an individual's behavior to hin, 


assuming that such explanation would result in changod ate 
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83 
titudes and behavior, It overlooks the fact that while 
the counselor's interpretation in a case may be quite 
correct, that does not make it any more acceptable to the 
individual concerned, Such explanation hae value only to 
the extent that it is accepted and assinilated oy the 
counselee; his behavior is not changed very effectively 
Simply by giving his an intellectual picture of its pate 


terning es 


“ 
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A newer poychotherapy has been described by Rosers 
and includes numerous remifleationsa, many ef which are 
largely in a atate of oxperiment and many of which ere not 
considered to be appropriate to adnotation te shipboard 
use by nonemedical personnel, “ithout quite extonsive 
training, beyond that possible to cive a non-apecialist, 
many phases of this new therapy are out of the questions 
The basic characterietias of 1t, however, are of interest 
anc warrent further study on part of these who counsel, It 


& granted that shipboard administratcra who are placed in 


positions where counsel is agousht should operate on a level 
commensurate with their training and experience, anc they 
Should not assume qualifications not held. <A knowledge of 
the basio concepts of this new approach te counseling, 


however, cannot but help avoid many misecnceptions on the 
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Og 
subject, misconceptions that are currently widespreail in 
the fleet where "giving advice” is a ready solution to 
enyone's probleme, 

The vasic hypothesis, upon witch Nogers bases his 
client-centerec work, is briefly put as follcws: 

Effective counseling consists of a definitely 
structured, permissive reletionship which allows 

the client to gain an understanding of hineelf to 

a degree which enables him to take pgsitive ateps 

in the light of his new orientation. 

This approach relies heavily on the individual drive 
toward adiustment, Therapy here is not a matter of doing 
something to an individual, or of inducing him to do some« 
thing about himself, as it is a matter of freeing him for 
normal development and of removing obetacles to this de- 
velopment. This apsroach places greater stregs on the 
emotional aspects than upon the intellectual asnects of 
the situation. This recognizes that most. maladjuatments 
are not fallures in imowing; the thie? kneowa it le wrong 
and inadvisable to steal, out he frequently continues to 
do so because of the emotional satisfaction such acts pro» 
vide. Turther, this new approach places greater stress on 
tne immediate situation than on the individual'e past; 
nogers fecles that significant emotional patterns show up 


as well in present adjustment as in pest history, <A final . 





*Ibide, De 13. 
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characteristic of this new epproach is that the interview 
iteelf, the relationship with the ccungelor, ia a growth 
experience in itself; other approaches expect the indi~ 
vidual to grow and chamce and wake better decisions after 
the interview ia over.” 

This counseling relation in which the counselor does 
not decide, direct, or advise, but rather helps the indi- 
vidumeal think and decide for himself, requires a total lack 
of ceercion, The adaptability of this method. to ehipboard 
use is questioned. For if the counselor ghould not make 
the decisions for the counselee, it is equally true that 
someone must cdo so if the individual is not able, intel- 
lectually ané emotionally, to think for himself, Such is 

ho case with meny, both in and out of tne services the 
guen Cases up to par by atrictly 
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noneCirective methods would appear to be prohibitive. 
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ne Amey found that if the civillan worker's probdbiem 
concerned iis job primarily enc he needec some facts to 
Clarify his thinking, it was well te let him "sound off" 
iis opinions for twe reasons: “Tirat, it lets the super- 
visor know how the employee fools about the situation, 
waieh ls very anportent « « » « Second, it clears the air 


so that tne employee can accept any objective. informa« 
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tion « « »« without the mental resistance caused by un-~ 


expressed feclings about the matter,.”© 


Tile may bo practicable in civilian practice, vut is 
hardly adaysable to the military~=the process of "sounding 
off" te» too prone to lead to a report of insubordination, 
Further: 


if the counselor possess formal authority, it 
would tond to weaken the supervisor-employoe 
relationship because it would inevitably take 
from the supervisor some of hia responsibilities 
in dealing with poople. in the last analysis 
the supervisor is and must be responsible for 
the handling of his employees, ‘ 


This, to repeat, does not preclude the value to shipe 
board esunselors of knowledge of the principles of this 
techniques 

Cronbach writes: 


The sclient-centered point of view proposed 
by Regers has been a controveraial tepic, but 
moet sounselora have found his sugzesticns sae~ 
cestable and desirable at least in part, 

liont counselors compromise with the non- 
Qirective approach to geome degree because of 
acuinistrative conditions or other raensons,. 
Even where the approach is not purely none 
directive, omphasising the client's responsie 
bility is a helpful technique. 

e « « 18 Should not be assumed that pre- 
sceriptive methods are obsolete, They aro widely 





Sschuyler Haslett, The Supervisors Job in Suman Rela-~ 
tions, (Manses City Quartermaster Depot: Arsy Services 
rorces, 1945}, pe 15. 


“har Department, Baployee Relations Cffiser's culde, 
Erfective Utilization of Ranpower Series Man HO. 12, 
(December, 12435), Section IV, pe Se 
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used uncer many circumstances, Some coun~ 
selors prefer them, 
Prescriptive counselors usually orceanice 
their work to cbtain es wide a variety of ine 
formation about the client as ey, meliing 
a wise interpretation, and bring the client 
to bese his action on this information, While 
they respect the right of the client to choose 
between alternatives cf merit and do not force 
even a wise course cf action upon him, their 
emphas 1g is om keeping the client from making 
OPTrolrs « 
Theso comments heve much to recommend them to neval 
pergonnel in counseling positions, 
fn outgrowth of the research done at the Tawthorne 
Worke, counseling is en important phese of humen relations. 
Its significence was highlighted by Yorle Yar Ils in 1046 
there were ostimeted to be about 350 counseling pesitions 
in the Federal departmental eervisce, comprising about 
200,000 omployces,? The techniques are not firmed, and 
much research ig needed to perfect theme. Roethlisberger 
end Dickson recognized that personnel counseling is not a 
cure-all and that 1¢ “is still en experiment and is not req 


garded as a panacea for all employee relations problens,"10 





Ste0 Je Crombaca, Dasentials of °sychelorzical Testing, 


(New York: Harper *% Brot > ie Che 16, “The Use o 
feat Results in Jounseling"”,. 











Reported in Yet. Nosher, Jed. Kingsley, and C,.7. 
Stahl, Public Personnel Administration, (3rd eds; New York: 
Narper & Srotnerp, LYO0), Pe GG. 


10rd. Roethlisberger and Ved» Dickgon, Lanasgement and 
the Worker, (Cambridge: Marvard University Press, 1046), 
pe GOS 
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68 
The work of Rogers and others in the field of coun~ 
seling cannot, obviously, be reduced, here or elsewhere, 
to @ handy series of pulet or maxins, Concentrated work, 
study, and practice are needed to curmprehend much ef what 
4a read, In the light of the neodsa ef shipbeard adminis- 
trators in — areas of interviewing and counseling, much 
eould be done to present the work of lesuers in these 
flelde to the service in a fom that could be put to prace 


tical vse. 
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CHAPTER VIII 


EVALUATICN OF PARFORKANCE 


The adminleatrative action of ovaluating perforrenee 
ef subordinates is cemmon te industriel, military, 
governmental, practically ell organizations of any ape 
preciaile size, Sueh determination of the value of an 
individuel, having te do with how a job ils done, aa ope 
posed to the job rating which has to dc with what a job 
consists ef, can ve effective in promoting e healthy state 
of morale, a8 well a8 accomplishing other objectives. 

Tneee objectives of personnel rating must ve adapted to the 
ends desired of the evaluation program; they wlll be dig» 
cus@ed in a section of this chapter, FTurther, techniques 
im use and in the research atazge of Gevelomeent, both 
militery end nonewiliteary, will be surveyed and contreated, 
Pinally, & section will be devoted to aspects significant 
to the evaluation of naval porsonne] aboard ships 

Problems of pergonnsi, rating are ef long starniing and 
great complexity, Fuch literature has accitnuinted on the 
Subject, and conmicdcerable researe: isa being conducted to 
Gevelop better techniques. This agsrapter will bo especially 
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concerned with evaluation ag it effects morala. 





A pregrem of evaluating individual performance, like 
othor personnel tools, ia not tn end in iteelfr, is not toa 
be expected to funetion at a high level 2P not Interrated 
with ether teols, and wust be designec and administered 
With the reavlie that are desired in mind, "Nw Main reason 
for ite being ia to increase the evonomy and efTrectiveness 
with whieh an organization performa ita functions, The 
Speoifie objectives which may be accompllivhed by the 


# i? 


eveivation of fual performance may be considered uniter 
Four neskinea.s 

iret, to develon stamierds of satisfactory porfor~ 
mance-~delineating the quantity ani qualitr of work that is 
@edeguate for the interests of the organigation, 


second, to improve employee performance ty identifying 





nensuring strong end wea: points of individual perfor 
mance, recording objectively these sevalualicons, civing ome 
couragement to enployees in their work, and civing a 
atructive counsel concerning intividual shortcomings. 
Third, to refine and validate persomel tachniqves<-to 


Gueck quallficsiion requiremenia, placement, exeminetions, 





Lmhese headings are modifications of those set forth 
by C.Ge Stahl, “Overhauling Feégeral at 5 +p Ratinga," 
~Perscnnel fdministration, September, 1945, pe lz. 
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G1 
training, ediustment and progress. 

Fourth, to objeetify and justify the application of 
personnel policies--in selection for advancement, transfer, 
wage or salary inoresse, end other recognition of suyertor 
or inferior servicae 

Some of these vasic objectives, and thelr medificationm, 
ere etressed nore. then others, wich may or oy not be come 
pletely ignerecd, sy varying orgeniseblons depending on the 
ends to be achieved, Yor exanple, in industry « meat imoor~ 
tent policy question in promotion is the relative gignifieg 
eanoe of seniority and @allity. Denmnis ef utione for pree 
motion by strict seniority cam be met by management only by 
ineleting that ability be considered the most importent face 
ter and then by cesonatrating the falrness and cbhjectivity 
ef this polices by selecting for promotion these omployeer, 
who, om the basia of performence records and employes 
reting, ere clearly superior to their fellow employs eet» 
tere, the performance evalueticn program weuld be developed 
with the main objective Leing the Justification of 2a come 
peny premoticn pelicy; @ proven one thet resosnises thet 
ability and not sentlority should determine promotion. Ane~ 

other objective ctreescd in this example could well be the 


periodic discussion with an lmilividuel of hie ratinge: If 
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fraud | Pipers and C,A. Yyers, Personnel Aduministration, 
(Hew York: eGraw=!iill, 1947), De 17D. 
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Oz 
he is not selected for advancement, he will imow why, and 
hig will to work stands lesa chance of Seing destroyed by 
his thinking he was passeé over in favor of another em» 
ployee with mere “pull”, On the other hand, the objective 
of developing standards of satisfaatory poarformancea may be 
meglectec entirely by industry in the face of a tight 
labor market. 

In the Federal Civil Service, howover, the emphasis is 
on the first two major objectives outlined above, The 
Noover Comuission has even urged that “ability and service 
recoris” should be used only for supervisor~employce con» 
ference, vith e view to ceveloping employee porfomaance, 
and net to govern salary increases, leyorfs, or dis 
missals.© 

In the Navy today, it is the opinion of the writer 
(1) thet the greatest emohasis is on performance evaluation 
thet tends to objectiiy selection for further education or 
training, @cvancoment, and tranefer to billete requiring 
specific abilities, and (2) thet the objective of ‘improving 
individual performanca is not sufficiently stressed. This 
Will be discussed in following pases. 

sus the objectives of a pregranm of evaluation may be 


altered and tailored to auit the neeés of an crgnnigetion, 
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95 
and the results desived must be determined prior to setting 


up a program if it ie to be of valua, 





Any process of estimation involves the subjectiveness 
ef the yersonelity of the estimator, and the resulting 
evaluation becomes even less oojective when another pere 
sonelity, that of the inlividual being Indged, enters the 
pictures Thue, in order to Giscount the effeat of this 
second personality, production recorda may ve made the 
basis of performance evalumition in the cage of worm: of a 
highly repetitive or routine nature, This mebied is often 
found in industry, anc it is readily adapted to determi- 
nation of wages, a5 in plecererk payment systemu, Lren 
here it is only one vasia of judging an amployee, an pore 
gonallty factors m9 important in even poutine jobs. In 
Selection for promotion, for example, the best worker is 
not necessarily the best foreman material, beverbhelercs, 
preduction ta ene bacis of evaluation of Individual pere 


formance, and one thet fends toward greater objectivity. 
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its use ig not eeen as much in the 
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'gieral Civil Sorviees 
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QB in industry, This is in part due to the feallure to 
e@nphasiae production in government service and in pars to 


the fact that most governmental unite deel in services.” 
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Cah 
if vreduction records ere availavle er can be ceveloped, 
their use may simplifr the evaluation problems in au lype 
of organizations | 

“he guiding principle should ve that 

objective measurenents are superior in 

overy way to judgments, ani, therefore, that 

wherever the work lends itself to unlit 

measurements it should be reorganized with 

that end in view.” 

One methed of measurement that ia similar to the use 
of production recormis is the vae of periodic testa, for 
example, a typing test given & stenorranher could rarlect 
proficiency, Froduction reccerds, covering a longer period 
of time, would, however, cive a&@ more aoourete ovalvetion 
of the employed. 

Preduetion records do not lend themselves ag a basia 
of evaluating shipboard personnel, No job is auvfriciently 
routine or repetitive, and the dual nature of naval ser~ 
viece~«(1) duties ef snecialty, and (2) general military 
duties thet every individuel in the Favy is required to 
perform-preclude this tyne of nerformance mensurement,. 
Therefore the problem resolvea itself into one of devising 
@ valid metnod of subjective eutimation, 


A wide variety of schemos have been devoloped and ex= 
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perinented wittie 
Sinee 1946, authority bas been granted Individual 
Federal ajencies Lo make up special lists of elements Tor 


each chess of tube. Fy making objective the elements 


3 
ineorporated in bhese rating forms, much can be done to 
male tho rogorte meaningful, The absiractness of such 
Weinge ag leacersrlp or courege or initiative makes judge 
mente alifioult nd, further, sakee it her for judges te 
a@oree. ating on ability to perform an importent phase 
of a job may be more reedily understendable than rating 
On én embiguous trait. 


Lt is significant « « « that the Noover 
Commission adds its volce to many others who 
have decrled continuation of the present 
system. ‘Yo have referred to current pro 
posals to provide e simple report of "oute 
stending,” "satisfactory," or "unsatisfac~ 
tory” tc meet the requirements cf eteff reduce 
tions and periodic pay increases within crads. 
~-UGh a plan will be sterile, of course, unlese 
some method of performance-item snelysis, as now 
permitted uncer the Federal system, out without 
summary adjective ratinsa, can be used as the 
basis for supervisor-employee Cigecusesion and 
umndierstanding-«which is the primary objective 
and use of perfermgnce evaluation urged by the 
Teover Commiasion. 


Making the report meaningful, however, does not con~ 
stitute an ond in itreelf: it should be made meaningful to 


the individual being evaluated as well ag to the super- 
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OG 
viser mxi those above hime Tnencing the elemanta on a 
report of efficiency Is Sut a stop toward wore sroprote 
sive practices, As the Task force Cepyort ateter: 


Tt has veen cbacrved that wwo iniyportant 
uses of efficiency ratinge ere not factlitated 
uy the Tederal procedure: 

le apleoyes cevolopnont,--A very effective 
wee of the morit rating in private owploysent is 
the periodic reviow batwoen superviscr and sube 
ordinate of the weaknesses which the enplores 
should seck to overcome, Such review le usually 
a highly personal, confidential relationship be- 
tween the suvyervisor arnt the employee, In the 
Yederal syster higher reviews and eppesnls, to~- 
gether with penalty actiona, militate against 
this us¢. 

2. iUnployec growth potential,-<che Tederal 
efficiency rating is an ovaluation of performance 
during a paat period, I¢ does not attorpt to 
eveluate employes growtn or to project the poten 
tial grewth of the employee toward higher posi- 
tions in the organigation, 


Plane thet would act to modernize the Tederal sratem 
inelude legialation recomnemied to the Congreas by the Veb. 


Civil Service Commission 





pertaining to ratings which would: (1) abolish 
the uniform system; (2) pemlt each department 
to egteoliah ita own plan sulted to its needs; 
(3) permit the dropping of “summary” ratings} 
(4) Gisengaze retinge from personel actions, 
such a8 salary increases, atafl reductions, and 
the like; and (5) eliminate the cumbersome ap-~ 
peal machinery now prescribed for the rating 
system, substituting oppertunity for “ome im 

| partial reviow" within the departments, Favor~ 

anole action on these faresishted reccrmendationg 

will meet practically a11 the adverse criticien 
that hes been lgve led in reoent rears at the 
Pecderal systom. 





CCp, Gltes pe 92. 
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“Mosher, Ningsley, ami Stahl, Ope Gites, Dpe U4~5,. 
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Additional techniques develoved for the evaluation of 
performance include the older maietoeman rating seale, the 
grephic and lineur scales, iists in whicen clementese or statew 
wentsa pertinent to the individual being reted are checked 
end weighted, and other well-known schemes and their varia-~ 
tions tivat will net be Gescrived herein, Cne xore recent 
Géeveloysent, one that is tne auaject of considerable curren 
@tudy end trial, is the forced-cnolee format thet is applied 
to rating scales af well as Co Belf~repert tests. 

tne Loreedecnoice technique applied to rating scales 
requires the rater to judge between two equally favorable 
or unfravoradvle adjectives or statoments which may or mar not 
lle on a econtinuws, Jie ls required te choose vetween con» 
ditions which may not really be alternatives, both of whieh 
may coneelivebly be Lnapplicable co iis own experience, l0 

&o matter wact halo or generosity effects enter 

the judge's thinking, such a question forces him 

te consider the subject in regard to the specitie 

trait in queation. After deciding whether Jones 

ie more calm than cautions, more frieniily then 

intellicent, more creative than painstaking, and 

wo on, the judge has provided the beet piclure his 

knowledce, permite of the characteristics of the 

aub ject «+ 


Even a& psychologically sephicticated rater ommnot 
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10p,B, Stuitt, ed., Personne] Research ent Test Cevoelop 
ment in the Bureau of Ueval vcersonnel, (Frineeton: rrinceton 
University Presa, 1947), pe 1a06 
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95 
often guess the most favorable answer, which ise Gotaiwed 
by stancertizing the item on vell- anc poor=-nerformming 
subjects, ami which must be kept secret by a sccring cen~ 
ber, This technique, cbviously, does not len! itself te 
the ecvalration program whe:e it is desired that the ratee 


know low he gtands and be avle to dugcues nie avility and 





Ome Gistinguishing feature of administration of nevel 
pergormel is the distance vetween the operating unlts end 
tlw cuntrelLling eelivity centers, Fore specifically, if a 
factory mane ger or an egenoy head desires ic cbtain infor= 

mation abcut. an amiividual, it is a relatively simple mate 
ter, in most gapes, cf contacting the men, his superiors, 
end/or his aceociates, Out the Tureau of Navel Jersemel, 
geontrolling vast rmunbers ef servicemen all cover tne globe, 
moat rely on vritten records and reporta; if it is desired 
te @elect an officer for a billet that reguires, sey, ox 
perLenec in éubmerines ang an ability to spe@: Turkish, 
euch information is readily obtained from punched=card 
pecorie, Such qualities, herever, es exéeptional leacer- 
Ship or tencencies to carclesenems, heave not been recuced 
to moaningful terme thet may oe enterec on meeline records. 


ween gubjective qualities are obtained, in practice, by 
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referring to the fitness report files of the individuals 
under considerstion, Thue, where the record ray not be 
confirmed oy personal contact vith an individuel or one 
vhe knows him, the ‘eo ping of edequete recorcs becomes of 
major inportancée 

The current havy Cfficerrm :itnese Report requires the 
Pater to conelicer ene: officer separately and to judge him 
ae be is compared with other officers of the sere rank enti 
@Qimiler duties, keeping in mind tho nornal distrivutioms 
Gn @aech oF 15 slements tre individual officer is »leoced in 
the top 10%, the next 80%, the middle 40%, the next 20%, 
or the bottom 10%, The elements include five coneerming 
sea or advance dase duty, three concerning initiative and 
responsibility, three on understanding em! skill, five on 
leadership, snd three on corduct ami habite of work, There 
are additional items dealing with the reporting officer's 
feeling about heaving the sublect of the renert under his 
commas and about the officer's fitness for vromotion, This 
report is compieted by the rater without the aid of tests 
that coulda heip hin aopraine people. 

fhile the current form of the Navy Pltness Fexort 
wisely attempts to evoid mia jud@sent oy reminding the rater 


yulation and 
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Of tne real population rather than the ideal yo 
euggeat!ng thet he xeep in min& the yrincinle of normal 


distribution, it ia common imewlaige that anelysia of Report 
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files reveal a merked tendency toward a skewed distribution 
in the direction of high ability and performence, The dee 
Sirability of this skewed distribution is debatable, 

She problem of degirning adequate report forms fs cne 
thet receives continuing attention. (ne type tried by the 
Amey involved the foreced-cholee format in an attempt te get 
greater objectivity in persumality rating, “nile this tech» 
nigue hae beon droy;ped, at least for the present, it does 
represent an effort to imoremse the validity of officer fite 
meas reports, hile the foresd-choice rating question or 
Statement may be vofined to the point that it actually 


measures what it ta intended to measure, it hes an inherent 


ft» 


efect as far es this studs of morele is coneermed: it offers 
no Opportunity ror the rater to knew gow he is rating 
subordinate. Aside from the fact that most raters dislike 
this feature, they ave unsble to confer with their sub 
ominates rogeriding thre qualities which the form mscasureés 
Cae poweloie solution to thig preolem ia to heave tw 
Seperate reports, ony to be usec for offiolal purposes and 
another to be used for private evaluation of the rater with 
the ratee.s, Sueh a Solution is held to be untenable ae (1) 
the two reports could easily be at verlanvce with each othor, 
@specially if tne Cerceceahoice femmeat vere used for of= 
Tisial purposes, hence (£2) the evaluation form used for ver~ 


sonal conlerence would lose ite aignifieanse or importance 
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im the eyes both oF the superior and the subordinates 

vue findings of the Noover Comaligsion, referred to in 
the previous section, as well as the earlier ciscussion on 

ial reguiremonts of cood mornale--ason: then “imowing 
where one slanis"@-substantiate the statq@uent that ery pro 
pesed system of pergunnel] evaluation aneuld not secritice 
the bemelite tc the suborcinate of review of the report 
with the superior te the beneflte of gromter objectivity 
im reperting to a central agency. Thia etetenment implies 
that such review with the pergeon being reted be made, and 
be made effectively, This will be discussed in the com 
cluding chapter of this thosig. 

we ready solution to the problem cen be mate; the Navy 
Department is concucting extensive research programa to 
@ckieve an acceptable system of personnel evaluations. The 
meeas of the naval service are cdifferent from those of 
other organisations, altnouga much can be learned vy etudy 
of methods used elsewhere. Cl immeclate Laportance to the 
Shipbcerd raver ia the objectivity aml fairness with which 
existing Tomas are comploted. ft ia further held thet 
exocution of rating forms can be an effective factor af. 
feeting morale: by wise interpretation of the agsipned 
marke, the reter me; cirect a subordinate's performance 


into lines of seli-improvanent. 
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CHAPTER IX 


CONCLUSIONS 


The Federal Government, as do most public 

and private organizations, still suffers from 

toe many top administrators who know some 

sub fectematter fleld or have a flair for pube 

lic relations but have little notion of their 

personnel responsibilities (to say nothing of 

having little skill in the field) as heads of 

large aggregations of human porsonalities that 

ere supposed te be working Sse 

together in a common purpose. 

It ite held that this "flatr for public relations" 
oscurs too rarely to neglect formal training in yersonnel 
practices, anid that hit~cremiss trial-andeerror methods 
eof handling people are unsatisfactory, There is ample 
evidence that the large suma spent in personnel research, 
staff training, and personnel methods and services, by both 
private and public organisations, have been invested wisely. 

Wany benefits, measured in the ultimate increased econ 
omy and effectiveness with which an enterprise is conducted, 
eould well be applied to naval activity. In time of mobile~ 


ization, when manpower is a oritical factor, such economy 





ly,t. Mosher, J.D. Kingsley, and 0.G. Stehl, Public 
Personnel Administration, (Srd ed., New York: Narper & 
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becomes a necessity, Therefore, the feneral, overall con» 
Glusion reached in this thesis is that the benefits derived 
from the study of scientific personnel management should be 
extonded in the naval service by stressing training in per- 
sonnel practices as well as in technical subfects at all 
levels of cormand.* 

Nore specifically, it is concluded that the follewing 
major areas offor great cpportunity for the responsible 
ahipboard administrator to take positive and ocnstructive 
ateps toward increasing the morale of hia organization, It 
la realized that at present the average servicezan is not 
qualified to operate offectively in 811 these sreas, These 
conclusions may be thought of, therefore, aa representing 
sugsested points of attack In an effort to retluce waste of 
humen effert by focussing attention and training on then 
and by recognizing them as sirnificant factors affecting 


morale eboard ship. 


le Trainins in Yorale Essentials 





Since Vorld Yar II, formal courses in naval leadership, 
including a background in psychology, have been introduced 


at officer training activities. Unfortunately, however, the 





21 1s realised that this broad conclusion involves 


many considerations not within the control of the shipbcard 
edministrator and outside the problem as stated in Chapter I, 
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104 
majority of officera holding the rank cf lieutenant or above 
have never been exposed to any scientific study of personne? 
management, These officern, conerally, are these thet have 
seon war-time service and are in more responsible positions 
exercising control over larser numbers of men, 

Thet there is eg great nead for training cf responsible 
superiors in personnel duties hes been repeatedly pointed 
out by civilian end military atudents of the preblem,. That 
many militery administrators are isnoreant cf basic psaycho= 
logical requirements that make possible a high morale is 
demonstrated by the conclusions of the Doolittle Poard, the 
Purean of Naval Personnel separates etudies, and the findings 


reported in The American Soldier series, smong other research 





projects, Contrasting military with civilian administration 
of personnel tende to indicate the former is lasging the 
latter as regards the education of supervisors in psychologe 
ileal foundations. 

Until such time as formal training in personnel manace- 
ment is extended to cover larger numbers of cther than mid» 
Shipmen and junior officers, the naval officer afloat could 
Go much to improve the functioning of his organization, By 
conducting classes stressing not a study of maxims, pro» 
vervs, and how certain individuals achieved a neasure of 
success in dorling with specific Instances Involving the 


handling of men, but by etressing psychology as applied to 
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the military much could be done to describe human bee 
havior and strile olose to the reasons behind why people 
ao what they do. Sy practice and example an officer may 
make the morale requirements discussed in Chapter IV 
meaningful to his subordinates in the chain of command; 
“Mowledge of cbjectives” is a nice-scunding term that 
looks sood on paper but, like the cther factors affecting 
morale, is ef little value unless placed into actual use. 
When one can actually see that there is something in such 
terms, that they are not so much academic dey-dreamning, 
then he is more ready to accept them. The s'illed ad- 
ministrator can firat demonstrate his knowledge of per- 
sonnel management in accordance with the best paycholer~ 
feal principles, and next, having developed an interested 
acceptance of these practices, conduct more or less formal 
training of his subordinates in these areas, 

An expanding and continuing program of this type, 
guided and aided by the Pureau of Naval Personnel, could 
spread knowledge of psychological fundamentals throuchout 
the fleet far faster than a program aimed at inatitutional 
training of individuals ashore between changes in duty 
atations, 

The outstanding contribution to the training of ine 
dustrial supervisors during World War II by the War Man 


power Commission is of interest in this connection, Through 
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four ten-hour programs, covering, four subject-matter areas 
considered essential to all supervisors, a few qualified 
{nstructors held classes; the trainees became inatructors 
to other groups, and so on until 1,750,650 individual 
supervisors had been similarly instructed,© 

A program planned along comparable lines could be con» 
Gucted aboard shin to the end that far more servicemen 
would have the benefit of a background of peycholosgical 


morale requirements in their edministration of personnel, 


2e Shipboard Use of Attitude Surveys 


There are many areas where use of attitude surveys ia 
prohibited to the military administrator. Matters of 
operations and the like cannot be decided by rank and file 
opinion, obviously; tactical decisions (and the responsi- 
bility therefor) are assivcned designated cormanders trained 
jn their area, Towever it is felt that there are places 
for the use of the attitude survey even thonch this tech 
nique has not been fully devaloped or perfected, 

The first area in which it is coneluded that the use 
of an opinion poll is justified is in the determination 


of matters and policies pertaining to the welfare and re=- 





SThe Training within Indust Report , (Washington: War 
Manpower Commission, 194 is report contains a doescrip= 
tion of the development, operat! on, and results of this pro- 
gram. The methods which it refined and developed have much 
of permanent value to commend them. 
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creation of the crew, Such use of the aurvey is above 
possible reproach and will not be developed in thie thesia, 
As welfere programe are desisned primarily for merale 6f~ 
fects, it is obvious that active participation in their 
activities will be enhanced by giving those effected a voice 
in their inception. 

A second area, and one where the shipboard administrator 
may find his actions open to question, is the use of the ate 
titude survey to deterzine matters cf internal policy. In 
this connection, it can only be concluded that each situation 
must be considered om its own merit, If the responsible 
senior is woll-read in the techniques he vroposes to employs, 
and if he thinks a aurvey will provide the information he 
seeks, he may ressonebly cive it a try without fear of loss 
of "orestice" or lessening hia prerogatives as the one 
responsible for the decision, 

The area cof greatest importance to this thesis is the 
uge of the attitude survey to measure morale, not on the 
level of hich command in Washinzton but on the spot, aboard 
ship. Thig hes not been done to any extent, possibly due 
to lack of refinement of teehniques as well ae to other 
reasons mentioned previously, An interesting aspect of 
this problem is the research being conducted on the so-called 
"Judgment teste", hile ostensibly testing the judement of 


potty officers, they actually are, by design, measuring 
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morale.* Such a test, when refined, covld be easily 
edapted to use aboard ship. While not especially straight+ 
forward, it appeers te have merit. 

The conclusion recarding the use of the attitude sur- 
yey to measure morale aboard ship is simply this: The 
technique has been found of great value elsewhere, and the 
w@lleread administrator ghould not vermit seneral service 
prejudice to prevent his siving it a chance to prove its 


possibilities. 


Se Training in Interviewing 


As discussed in Chapters VI and VII, the interview is 
a technique for communicating, Sy observing proven prin- 
ciples (which were not presented due to their being beyond 
the scope of this thesis), {t was seen that com=untication 
can be sreatly facilitated. In light of the need for 
better superloreaubordinate relaticns mentioned several 
times herein, the obvious cenclusion can be made that 
better rapport, communication of facts, ideas, or attitudes, 
can result from training of the administrator in the ac- 
cepted methods of interviewing. Such training could well 


be done in a manner similar te (and possibly as a part of) 





mis reseerch is beings conducted by the Naval Air 
Technical Trainin: Commands “the writer’s information wee 
obtained from the staff research psychologist, Dre Mayo, 
in February, 1951. 
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the training in psycholegical principles sugested in the 
fnitial section of this chapter, 





Uniike the training of large numvers of shipboard ad= 
ministrators in the fundamentals of militery paychology and 
the techniques of interviewing, it canner be concluded that 
counseling could be taught on an extensive scale.” Cera 
tainly the compliceted non-directive methods could not be 
nastered (or practiced) by one who conld not devote years 
to the subject. These statementa do not preclude, however, 
study on the part of the Interested administrator having e 
genuine desire to be of help to those asking cr needing it. 
Unless & person had a real interest in the field of coune 
selling, an interest etrong enough te motivate hin to self- 
study in the literature, it is doubtful whether he could be 
convinced in the time available aboard ship that such cute 
mocded techniques as exhortation and giving advice are in= 
effective. The problem becomes one, in the opinion of the 
writer, of exposing ehinpboard administrators to the field 
of counseling and of attempting to develop interest in the 


work in individuale appearing te be suited for it. In this 





Sin planning this undertaking, the writer originally 
thought that a positive conclusicn “egarding counseling in 
this respect could be reached, 
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ected by trained medical service per- 





respect, classes condu 
gonnmel could be arranged. 

The study ef counseling does not eppeal to many as 
does the atudy of interviewing; it does not promise the 
rewards of personel geins, For thie reason, atudy in the 
field will probatly remain for the mont part on ean indie 
vidual basis ebosrd ship. 

It was shown in Chapter VII that displey of authority 
fe a mefor favit in the counseling gitwetion, There remein 
many types of personel problems, however, which would pee 
quire neo such displey on the part of a servicemen=-counselor, 
Wuch help could be given aboard ship by individvale willing 


to devote the time needed to master a significant ability. 


5 Personnel Evaluation 





The problem of balancing the need for objective per 
sonal performance rocorcds with the necc for performance 
forms that may be the basis of an interview with the person 
being rated was mentioned in the preceding chapter, 

While the former need is unquestionably of great ime 
portence, for the purposes of this thesis the latter need 
ig coneldered to have more imeediate affect on the morale 
of ghipbocard perscennel. 

tTme significance of personal evaluation ia greet; 


this was discussed in several contexte--recognition and 
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diacipline, among others, Without repeating these tenets, 
it in justifiable to atate that going over a forseal per» 
formance report with a superior ta cf great benefit to 
the one being rated. It further tends to keep the rater 
observant for the qualities or abilities that he knows 
will be rated, 

That this review is infrequently conducted is well 
known to service personnel, Often a reluctance to discuss 
ratings is noted; a subordinate 1s shown his report, asked 
if he hae ony questions (he seldom has), and the episode 
is over, While the officer Fitness Report Form has pro 
vision for indicating if the rateo nas seen the report or 
not, he is not required to be shown the content of the ree 
port unless it is unfavoravle or unsatiafactory. The en~ 
listed Quarterly Merks Card has no similar provision, 

if objectivity in a rating form, such as could well 
be obtained by the use of the forced-choice formet, is to 
be sacrifieed to permit use of a form that may be mace 
understandable to the person boing rated, then it is 
reasonedly concluded that stepa should be taken to Insure 

he report is actually reviewed in a meaningful menner by 


the rater in a private session with the ratee, 
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